
Managing the

integration process

in a merger.

Case: Cloetta Fazer

Samuel Gustafsson

&

Mari Hukkanen

Supervisor: Bo Hellgren





Avdelning, Institution
Division, Department

Ekonomiska Institutionen
581 83 LINKÖPING

Datum
Date
2002-01-17

Språk
Language

Rapporttyp
Report category

ISBN

Svenska/Swedish
X Engelska/English

Licentiatavhandling
Examensarbete ISRN   Företagsekonomi 2002/14

  
C-uppsats

X D-uppsats Serietitel och serienummer
Title of series, numbering

ISSN

Övrig rapport
____

URL för elektronisk version
http://www.ep.liu.se/exjobb/eki/2002/fek/014/

Titel
Title

Managing the integration process in a merger. Case: Cloetta Fazer

Managing the integration process in a merger. Case: Cloetta Fazer

Författare
 Author

Samuel Gustafsson & Mari Hukkanen

Sammanfattning
Abstract
Background: Mergers have been increasing during the latter part of the 1990s. In the Nordic region
many previously national companies have joined their forces to create a new Nordic company.
This will lead to many challenges when the companies are integrated.

Purpose: The purpose of this thesis is to investigate the integration phase. Our goal is to study the
integration of Cloetta Fazer and learn how the company can handle the two types of integration.

Procedure: To be able to prove our assumptions, that were made on the basis of literature, we have
collected empirical material by interviewing eight managers at Cloetta Fazer.

Summary: We have identified a conflict between structural and cultural integration that occur
because one type of integration may proceed faster than the other. That is why our statement is
that the two types of integration are dependent on each other.

Nyckelord
Keyword
merger, integration, structure, culture, Cloetta Fazer, Finland, Sweden, Bo Hellgren





Avdelning, Institution
Division, Department

Ekonomiska Institutionen
581 83 LINKÖPING

Datum
Date
2002-01-17

Språk
Language

Rapporttyp
Report category

ISBN

Svenska/Swedish
X Engelska/English

Licentiatavhandling
Examensarbete ISRN   Företagsekonomi 2002/14

  
C-uppsats

X D-uppsats Serietitel och serienummer
Title of series, numbering

ISSN

Övrig rapport
____

URL för elektronisk version
http://www.ep.liu.se/exjobb/eki/2002/fek/014/

Titel
Title

Managing the integration process in a merger. Case: Cloetta Fazer

Managing the integration process in a merger. Case: Cloetta Fazer

Författare
 Author

Samuel Gustafsson & Mari Hukkanen

Sammanfattning
Abstract
Bakgrund: Fusioner har ökat under senare delen av 1990-talet. I Norden har många tidigare
nationella företag gått samman för att bilda ett nytt nordiskt företag. Detta leder till utmaningar
när företagen skall integreras.

Syfte: Syftet med denna uppsats är att undersöka integrationsprocessen. Vårt mål är att studera
integrationen av Cloetta Fazer och lära hur ett företag kan hantera de två olika typerna av
integration.

Genomförande: För att kunna bevisa våra frågeställningar, som gjordes på basen av litteratur, har
vi samlat in empiriskt material genom att intervjua åtta stycken chefer på Cloetta Fazer.

Sammandrag: Vi har identifierat en konflikt mellan strukturell och kulturell integration som beror
på att den ena typen fortgår snabbare än den andra. Därmed är vår slutsats att dessa två typer av
integration är beroende av varandra.

Nyckelord
Keyword
merger, integration, structure, culture, Cloetta Fazer, Finland, Sweden, Bo Hellgren





Table of contents

1  INTRODUCTION........................................................................................................ 1

1.1  WHAT IS A MERGER?...................................................................................................................................... 1

1.1.1  Our definitions...................................................................................................................................... 2

1.2  BACKGROUND AND RECENT MERGERS .......................................................................................................... 2
1.2.1  Types of mergers................................................................................................................................... 3

1.3  THE INTEGRATION PHASE .............................................................................................................................. 4
1.3.1  Definition of the integration phase ...................................................................................................... 4

1.3.2  Possible problems in the integration process...................................................................................... 5

1.4  RESEARCH PROBLEM...................................................................................................................................... 5
1.4.1  Main study questions ............................................................................................................................ 7

1.5  PURPOSE......................................................................................................................................................... 7
1.5.1  Limitations and scope........................................................................................................................... 8

2  METHOD..................................................................................................................... 9

2.1  OUR VIEWS ..................................................................................................................................................... 9
2.1.1  View of reality....................................................................................................................................... 9

2.1.2  View of science ................................................................................................................................... 10

2.2  PREFERRED METHOD.................................................................................................................................... 10
2.2.1  Qualitative method ............................................................................................................................. 10

2.2.2  Empirically focused research............................................................................................................. 11

2.3  OUR RESEARCH PROCESS ............................................................................................................................ 12

2.3.1  Deductive approach............................................................................................................................ 12

2.3.2  Theoretical material ........................................................................................................................... 12

2.3.3  Data collection.................................................................................................................................... 12

2.3.4  Analysis ............................................................................................................................................... 15

2.3.5  Conclusion .......................................................................................................................................... 15

2.4  DISCUSSION ABOUT METHOD....................................................................................................................... 15
2.4.1  Validity of results................................................................................................................................ 15

2.4.2  Generalisation of research results..................................................................................................... 16

3  THEORETICAL FRAME OF REFERENCE.......................................................... 17

3.1  THEORETICAL POSITIONING......................................................................................................................... 17
3.2  STRUCTURES AND CULTURES ...................................................................................................................... 18

3.2.1  Structures and integration of structures ............................................................................................ 18

3.2.2  Cultures and integration of cultures.................................................................................................. 21

3.2.3  Interplay between structural and cultural integration...................................................................... 27

3.3  STRATEGIC PERCEPTION ON THE INTEGRATION PROCESS ........................................................................... 28
3.3.1  Use of goal orientation....................................................................................................................... 30

3.3.2  Use of process orientation.................................................................................................................. 31

3.4  SPEED OF THE INTEGRATION PROCESS......................................................................................................... 31



3.5  CRITICISM ON THEORY OF INTEGRATION..................................................................................................... 33

3.5.1  Role identities ..................................................................................................................................... 33

3.5.2  Failure to recognise learning............................................................................................................. 34

3.6  MANAGEMENT STYLES IN SWEDEN AND FINLAND AND CULTURAL DIFFERENCES .................................... 35
3.6.1  Impact of national culture in management........................................................................................ 35

3.6.2  The Nordic management style: Similarities and differences ............................................................ 35

3.6.3  Differences between Finland and Sweden......................................................................................... 36

4  COMPANY PRESENTATION: CLOETTA FAZER .............................................. 39

4.1 CLOETTA FAZER BACKGROUND................................................................................................................... 39

4.2 “WE ARE STRONGER TOGETHER”.................................................................................................................. 40
4.3  INTEGRATION PROJECTS............................................................................................................................... 41

4.3.1 Complicated organising ...................................................................................................................... 42

4.3.2  Over ten years co-operation............................................................................................................... 42

4.4  OTHER ASPECTS ........................................................................................................................................... 43

4.4.1  Identity ................................................................................................................................................ 43

4.4.1  Strategies............................................................................................................................................. 43

4.4.2  Vision .................................................................................................................................................. 44

4.4.3 Mission................................................................................................................................................. 44

4.4.4 Company core values .......................................................................................................................... 44

4.4.5  The Future........................................................................................................................................... 44

5  EMPIRICAL MATERIAL........................................................................................ 46

5.1  THE INTERVIEWED PERSONS ........................................................................................................................ 46

5.2  DISPOSITION OF THE MATERIAL................................................................................................................... 50
5.3  CLOETTA AND FAZER BEFORE THE MERGER ............................................................................................... 50

5.3.1  Differences in Structure...................................................................................................................... 50

5.3.2  Differences in control and leadership style....................................................................................... 51

5.3.3  Differences in competence ................................................................................................................. 52

5.3.4  Differences in culture and identity..................................................................................................... 53

5.3.5  Similarities in cultures........................................................................................................................ 55

5.4  REASONS FOR MERGING............................................................................................................................... 56
5.5  INTEGRATION: 1ST STEP................................................................................................................................ 57

5.5.1  Integration of structures..................................................................................................................... 57

5.5.2  Some difficulties in integrating structures......................................................................................... 58

5.5.3  Reactions during the integration ....................................................................................................... 60

5.5.4  Synergies that have been achieved .................................................................................................... 61

5.6  INTEGRATION: 2ND STEP ............................................................................................................................... 63

5.6.1  Lack of common identity .................................................................................................................... 63

5.6.2  Changes in organisational structure ................................................................................................. 65

5.6.3  Learning and potential for learning .................................................................................................. 66

5.6.4  Future of Cloetta Fazer...................................................................................................................... 68

5.7  DIFFERENCES BETWEEN FINLAND AND SWEDEN ........................................................................................ 70

6  ANALYSIS ................................................................................................................. 74

6.1  PROBLEMS AT CLOETTA FAZER................................................................................................................... 74



6.1.1  Delays in short term integration ........................................................................................................ 74

6.1.2  Boundaries for learning ..................................................................................................................... 75

6.1.3  Lack of common management style and operations model............................................................... 77

6.1.4  Lack of common identity .................................................................................................................... 78

6.2  TWO TYPES OF INTEGRATION....................................................................................................................... 79

6.2.1  Type 1, “Structural type”................................................................................................................... 79

6.2.2  Type 2, “Cultural type” ..................................................................................................................... 80

6.3  CONFLICT BETWEEN THE INTEGRATION TYPES ........................................................................................... 81

6.3.1  Presenting the vertical conflict .......................................................................................................... 81

6.3.2  Connection to other theory................................................................................................................. 83

6.3.3  Concluding metaphor ......................................................................................................................... 84

7  CONCLUSION .......................................................................................................... 86

7.1  DIFFERENT KINDS OF CULTURE.................................................................................................................... 86

7.2  COMPARING OUR EMPIRICAL FINDINGS WITH THE THEORY ........................................................................ 87

7.3  IDEAS FOR FURTHER RESEARCH................................................................................................................... 89
7.3.1  Further research considering Cloetta Fazer..................................................................................... 89

7.3.2  Further research considering mergers in general ............................................................................ 89

BIBLIOGRAPHY.......................................................................................................... 91

Published material........................................................................................................................................ 91

Interviews ...................................................................................................................................................... 94

APPENDIX: INTERVIEW GUIDE.............................................................................. 96

Background about the person....................................................................................................................... 96

Questions about structural integration........................................................................................................ 96

Questions about cultural integration ........................................................................................................... 97

Questions about learning ............................................................................................................................. 98



Table Of Figures

FIGURE 1: THREE PHASES........................................................................................................................................... 4

FIGURE 2: THEORETICAL ASSUMPTIONS .................................................................................................................... 7
FIGURE 3: VIEW OF REALITY (ARBNOR & BJERKE, 1994:87) ................................................................................... 9

FIGURE 4: STRUCTURAL AND CULTURAL FOCUS ..................................................................................................... 18
FIGURE 5: FUNCTIONAL ORGANISATION .................................................................................................................. 19

FIGURE 6: MATRIX ORGANISATION.......................................................................................................................... 20

FIGURE 7: IMPACT OF TASK AND HUMAN INTEGRATION PROCESSES ON ACQUISITION OUTCOME.......................... 27
FIGURE 8: IMPACT OF HUMAN AND TASK INTEGRATION ON ACQUISITION OUTCOME............................................. 28

FIGURE 9: STRATEGIC PERCEPTION .......................................................................................................................... 29
FIGURE 10: DELIBERATE AND EMERGENT STRATEGY (MINTZBERG, 1987:14)....................................................... 29

FIGURE 11: SPEED OF INTEGRATION......................................................................................................................... 32
FIGURE 12: CLOETTA FAZERS SHARE IN THE NORDIC COUNTRIES. (ANNUAL REPORT, 2001)............................... 40

FIGURE 14: CLOETTA FAZERS FUTURE MATRIX/PROCESS ORGANISATION ............................................................. 65

FIGURE 15: FERRY & SHIP METAPHOR ..................................................................................................................... 69
FIGURE 16: INTEGRATION TYPE 1, THE STRUCTURAL TYPE..................................................................................... 80

FIGURE 17: INTEGRATION TYPE 2, THE CULTURAL TYPE......................................................................................... 80
FIGURE 18: INTEGRATION IN SYMBIOSIS .................................................................................................................. 83

FIGURE 19: IMPACT OF HUMAN AND TASK INTEGRATION ON ACQUISITION OUTCOME CHOICE C.......................... 83
FIGURE 20: TENSION BETWEEN INTEGRATIONS ....................................................................................................... 84



1

1  Introduction

We have chosen to study the integration process that occurs after a decision of

merging. This first chapter will introduce the reader to the thesis, by

describing what we mean with a merger, with integration, and why it is

important to study integration processes. We will also briefly discuss why

want to study Nordic mergers.

We continue with presenting our research problem and the questions we want

to answer. Finally the purpose and some limitations will be presented.

1.1  What is a merger?

There are several ways to define the word merger. These can be divided into
two categories. The first category is represented here by Gaughan (1991) who

defines a merger as a combination of two corporations in which only one

corporation survives and the merged corporation goes out of existence. The
acquiring company assumes the assets and liabilities of the merged company.

This definition divides the two companies into one that takes over the other,
and one that is overtaken.

The second category has a different starting point. Instead of classifying one
company as overtaking, it defines the two companies as more equal. One

representative of this category is Vaara, who defines a merger “…as a

combination of organisations of fairly similar size, which creates an

organisation where neither party can clearly be seen as the acquirer.”(Vaara,

2001:481).
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1.1.1  Our definitions

Our definition of a merger clearly supports the second category of definitions,
and when we write about mergers in this thesis we mean a combination of two

organisations that are considered equal. None of the organisations can be seen
as an acquirer and when the merger occurs a new organisation will be created.

Power in this new organisation shall be shared by the two merging

organisations equally, although we don’t think that a 50-50 sharing is a
requirement. The integration process shall be ruled together by both merging

parts.

Our definition of an acquisition again supports Gaughans (1991) definition of

a merger. We define an acquisition as a process where one company, the
acquirer, takes over the others assets and the acquired company goes out of

existence. In an acquisition the acquiring organisation has the power and can
thereby rule the integration process on its own.

1.2  Background and recent mergers

Five periods of high merger activity, often called merger waves, have taken

place in the history. These periods were characterised by cyclic activity, that is
high levels of mergers followed by periods of relatively fewer mergers.

(Gaughan, 1991) The reasons for mergers have been different during the
merger waves, for example during the 1960s focus was on conglomerate

mergers (Nahavandi & Malekzadeh, 1993).

During the latter part of the 1990s merger activity was increasing again. There

were some internationally important mergers, such as Daimler – Chrysler and
AOL – Time Warner, and also some regional mergers. In the Nordic region

many companies have merged with the vision to create a common Nordic

corporation. This has involved especially companies between Finland and
Sweden. Between the years 1993-2000 there were 399 mergers or acquisitions
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between the countries, and the number of these are increasing (Taxell, 2000).

Some of the biggest mergers that have gained publicity are StoraEnso, Merita-
Nordbanken, TietoEnator, and our case Cloetta Fazer.

We believe that it is interesting that so many mergers occur although previous

research often have proven that mergers have not been successful (Kleppestö,

1993 in Hansson & Sunnnängs, 1998).

1.2.1  Types of mergers

There are several types of mergers, and as we mentioned in the background

part above, different types have been favoured during different times. One

type of merger that was popular in the 1960s is conglomerate merger. In this
type the two companies don’t have to be related in any way at all, in fact the

conglomerate may want unrelated companies in its portfolio because it allows
spreading of risks. (Nahavandi & Malekzadeh, 1993) Two other types are

vertical and concentric mergers. Vertical mergers are practically the same as

forward or backward integration, which allows a company to control a bigger
part of the whole product chain. Concentric mergers are mergers between two

companies in different but somehow related industries, which allows the
companies to share marketing or technical resources. (Ibid.)

All of these mergers mentioned above may well be important, but we believe
related mergers are most interesting to study. Related mergers occur when

companies in the same industry merge their activities (Nahavandi &
Malekzadeh, 1993). These mergers allow a high level of synergy but they may

also require a higher degree of integration than the other types of mergers. All

of the Nordic mergers that were mentioned above are related mergers. They
consist of two, or more, companies, that together will form a new bigger

company, with the whole Nordic market as its home market.
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1.3  The integration phase

As we mentioned above, we are primarily interested in related mergers. In this

type of a merger the two merging companies will be integrated into one
company and therefore we believe that the integration process will be a major

challenge. We are interested in the integration activities that take place after

the decision of merging. Earlier research has in different ways shown that
management of the integration process is a critical factor for the successful

outcome of the merger (see e.g. Lindgren, 1982; Haspeslagh and Jemision,
1991; Birkinshaw et. al., 2000). The integration process, or perhaps the

processes, can take a long time and one of our main interests is to describe

what happens during that time and why integration happens. Therefore our
interest is in the integration phase, or post-merger phase.

Figure 1: Three Phases

Our perspective will primarily be a company perspective. Often mergers and

acquisitions are studied from a shareholder perspective where the focus is on
increased profit or share price. This often leads to a situation where the

company is seen as a “black box”. We want to look inside that black box and

see what happens in it and why it happens. Thereby our perspective will be
functionally oriented.

1.3.1  Definition of the integration phase

The integration phase usually starts after the deal of merging has been made.

The reason for splitting the merger-process into phases is that the activities
during the different phases are different. Although integration may be planned

Pre-merger
phase

Merger
phase

Post- merger
phase
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in advance, we define the beginning of the integration phase when specific

activities for integration have started. Thereby we define the beginning of the
integration phase as the time when these integrating activities1 begin.

A more complicated question is when the integration phase will end. Even if it

has ended formally2, there can still be activities that involve integrating the

two previously independent companies. Because we define the integration
phase as the time when integrating activities occur, we will also define the end

of the integration phase as the time when these integrating activities end.

1.3.2  Possible problems in the integration process

We believe that there can be problems in the integration process. All of the
Nordic mergers that were mentioned above shall result in the formation of one

big fully integrated Nordic company. Although there may be many similarities
between the Nordic countries we believe that there are also differences that

may cause difficulties in the integration. We have both studied business

administration in Finland and in Sweden, which has influenced our
perspectives and introduced us in both business cultures. Therefore our own

interest was one of the major reasons for choosing the subject.

1.4  Research problem

Our problem is actually a combination of problems that come from several

dimensions of interest. On the bases of theoretical material that has been used

and discussions with others, we have identified three main problems in the
integration phase. All of them form some kind of a tensioned situation,

                                           
1 Integrating activities are activities that are intended to integrate the two companies, and
therefore differ from normal operational activities
2 Formally can here mean either a formal decision or managerial rhetoric that declares the
phase as ended
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because they all mean that a choice has to be made. These are presented

below.

(1) The first problems deals with the several ways to focus on integration.
These can roughly be divided in structural and cultural integration, or

perhaps “hard” and “soft” integration. We are interested in the degree of

each types of integration and how well these fit together, do they
support each other or can one type of integration occur at the expense of

another.

(2) Another problems is how the people that are responsible for the

integration perceive the integration process. Do they believe that
everything can be planned in advance, which would mean that they

share a goal-oriented view, or can things perhaps change during the
process so that the company has to adapt itself to those changes, which

would lead to a more process-oriented view.

(3) The last problem deals with time. We are interested to find out if fast

integration processes are to be favoured instead of slow ones. Naturally

one could imagine that a fast process is a better one, and many
researchers emphasise this, but we are also aware that some aspects of

the integration may require a longer time, according to other research.

These three problems have to be connected to each other in some way to

motivate that they should be treated together in one thesis. Therefore we have
made a theoretical assumption that there are two types of integration. One type

focuses on the structural, goal-oriented and fast integration, while the other
one is more focused on cultural, process-oriented and slower processes. These

can be seen in the figure presented in the next page.
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Figure 2: Theoretical assumptions

In our study we will deal with problems in the interaction of the two types that

are presented in the figure above. We have added this figure just to exemplify
our problem area. All the single parts of the figure will be presented in the

frame of reference.

1.4.1  Main study questions

•   Is there a conflict between the two types of integration? –If there is, how
can the company handle this conflict?

•   Is it possible to combine the two types of integration by focusing both on
structural and cultural integration at the same time?

1.5  Purpose

The purpose of this thesis is to investigate the integration phase. Our goal is to
study the integration phase of Cloetta Fazer and learn how a company can

handle the two types of integration.

Structural
focus

Fast
integration

Goal
orientation

Process
orientation

Cultural and
learning focus

Slow
integration

Strategic perception Focus of integration Speed of integration

Type 1

Type 2
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1.5.1  Limitations and scope

The major limitation of our thesis is that we have a top management
perspective. Therefore we haven’t focused on the personnel. Another

limitation is that we only discuss organisational processes and therefore we
are not focusing on another perspectives like financial. We are also mainly

interested in organisational fit, and won’t therefore focus on strategic fit in our

analysis.

Although we have tried to be objective, the emphasis of the research is on the
Finnish/Fazer perspective because most of the interviewed persons were

Finnish and had a Fazer background. Therefore most of our information came

from these people.
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2  Method

This chapter deals with the methodological issues of this thesis. At first we will

explain our views as researchers and then continue with explaining why we

have chosen our method. Second we will summarise the whole research

process.

2.1  Our views

2.1.1  View of reality

All people have their own subjective views of reality and therefore they see
things differently than others. But all these views may overlap each other in

some way, which can be seen in Arbnor and Bjerkes (1998) figure below.

These parts that overlap represent common views of reality for a larger
number of people, it can be an organisation or perhaps even a whole society,

according to Arbnor and Bjerke. (Ibid.)

Figure 3: View of reality (Arbnor & Bjerke, 1994:87)
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This thesis is built from our subjective views of reality, which may be
different from the reader’s, or different from the people at Cloetta Fazer

views. Our view can be seen by reading this thesis, but they might differ from
the views of the people at Cloetta Fazer, because they are looking at the

company from a different perspective. Our view is limited to the information

we have gotten from the company and this limits the reader’s view, unless
they have previous knowledge of the company and its situation.

2.1.2  View of science

“The purpose with scientific activity no longer appears to be statistical compiling of

surfacial phenomena (data) in an observed reality. The essential is instead to understand

this reality as expressions for or signs of deeper occurences.” (Alvesson & Sköldberg,
1994:26; our translation)

The quotation from Alvesson and Sköldberg (1994), which can be seen above,

is meant to explain why we the traditional positivist view has in many fields

been replaced by the hermeneutic view. Our view of science can also
primarily be found within the historical-hermeneutic science. We find this

natural, because we work with management science, which is social science,
and because we are looking for answers that might not be seen on the surface.

2.2  Preferred method

2.2.1  Qualitative method

“By the term ‘qualitative research,’ we mean any type of research that produces findings

not arrived by statistical procedures or other means of quantification.” (Strauss & Corbin,
1998:10)
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The choice of method will always be related to what is the interest of the

researchers. In our case we are interested in finding out how integration
processes look like. We believe that the best method for this is to concentrate

in interviews with a few number of people who are well familiar with
integration processes in the chosen company. That is why we have chosen the

qualitative approach. But the choice of method can just as well be based on

the writers own preferences or experiences (Strauss & Corbin, 1998) and we
both preferred to make a few number of interviews instead of, for example,

making a questionnaire, because we wanted to meet the people and talk with
them, and thereby see the company in a different way. But the main reason for

choosing the qualitative method is that the quantitative research, which is

focused on analysis of variables, can’t give us answer about deeper, non-
categoriseable, thoughts, emotions, and ideas. Because, after all, we believe

that the people and their thoughts play a major part in an integration process
between two companies, and it’s therefore natural that we want to investigate

this.

2.2.2  Empirically focused research

One of Alvesson and Skölbergs (1994) major statements is to argue for
empirically focused research. Although we have a deductive approach, our

study has a clear focus on empirical material. Of course we’re not pragmatists,

and the role of theory will also play a major part. It will give us knowledge,
which will lead to ideas and assumptions that are to some degree supported by

theory. But the answers to our ideas and assumptions shall be found in the
empirical study and we will also mostly refer to the empirical material in the

analysis.
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2.3  Our Research Process

2.3.1  Deductive approach

If we do not consider some conceptions we had before our research process, it
is justified to say that theoretical literature has been the source of information

we have primarily used. Based on the knowledge we gained from the literature

we will then build our view on the subject and use this when we research
empirical material. This means that we have chosen a deductive approach of

research. (Alvesson & Sköldberg, 1994) We will start various perspectives of
theory and build our theoretical assumptions, which we then test by using

empirical material.

2.3.2  Theoretical material

Our frame of reference is meant to be broad and supporting. We have gone
through material that has been written about mergers, and particularly the

integration activities within these, but also other material that is connected to

our theoretical assumptions that are presented in chapter 2. Our sources of
material have been the library at Linköping University and interactive

databases on the web, such as Ebsco Host and Emerald. The choice of
literature was done both by searching with keywords that were related to our

studies, such as merger; acquisition; integration process; corporate culture

etc., discussions with our supervisor, and we also used literature that was
familiar to us from our earlier studies in business administration.

2.3.3  Data collection

The reason we chose Cloetta Fazer was that we had a special interest in

companies who had connections in Finland and Sweden and who have



13

recently merged. Topic areas for our interests were company merging,

Swedish Finnish composition, and that the topic is a current issue. At the
beginning of our project we contacted companies with merging experience

between Finland and Sweden. Industry didn’t have a role, instead the main
thing was that we were able to use our knowledge and cultural experience

which comes from our studies in Finland and Sweden. We also had the benefit

of our Finnish and Swedish language skills.

Cloetta Fazer in Sweden was the first company that showed us positive signs.
As we found the company very interesting, because of the merger between

Sweden and Finland we contacted them again. We received some material

from Cloetta Fazer. This material included a company presentation and the
annual report for the year 2000. We used the information, which we received

from Cloetta Fazer as the secondary data and that material gave us a better
understanding of the company. Company homepages gave us updated

information and useful material. Our secondary data consist of published

articles,  and old articles from newspapers on the Internet. Secondary data can
be divided in internal and external data. Internal was the information we got

from the company and external the information from Internet and articles.

Our primary data consist of our empirical research material. We were able to

schedule all together eight interviews from people at Cloetta Fazer. Most of
them had high management positions. We had a special interest for the

integration process at the begging of the merger. We planned our interview

questions, which were based on our theoretical frame of reference.

We decided to do all live interviews together and telephone interviews in one,
because in that way it was easier to concentrate and it was probably easier for

the interviewed person to talk with one interviewer. We were able to record all

of our interviews and that made our analysis process faster, easier, and more
reliable. Our goal was to find managers opinions about the merger and the

integration process, in order to get some deeper understanding for integration
process success.
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We made six interviews with Finnish Cloetta Fazer employees, who had a
Fazer background, and two with Swedish Cloetta Fazer employees, who had a

Cloetta background. More detailed information about these will be found in
the empirical material part. All quotations are translated to English from the

original language. For translating of our empirical results we used Norstedts

Swedish-English Dictionary (1997), Euro-word computer dictionary program
(1998) and the Lexin (2002) on the web. Each quotation and other relevant

material was sent for the interviewee to be accepted, but no analysis was sent
before this thesis was published.

We had our first interview on 6th of December 2001 in Stockholm. The
Deputy Managing Director gave us a good overview of the company in his

answers. The following four interviews were done by phone from Linköping
to Helsinki. Phone interviews took 35 to 45 minutes. Last three interviews

were done in Ljungsbro. Last interview took place 20th of December 2001. All

live interviews took approximately 60 to 70 minutes. Two of our interviewed
persons were Finno-Swedish and they were interviewed in Finnish. So, after

all we had two Swedish and six Finnish interviews.

Each interviewee got a short preparation for our project before answering the

questions. If the interviewee asked if he/she was able to have our interview
guide beforehand, we sent it via email. Only for one interviewee, questions

were sent beforehand. Our live interviews were semi structured, which means

that interviews happened more in conversation form and we didn’t follow our
questions in necessary order. We tried to get answer for each question during

the interview but there was a freedom for conversation. Phone interviews
followed a more structured order and there was less freedom for other topics.

We are not depended of Cloetta Fazer in our work and we are doing this to for
fill our own interests about mergers between Finland and Sweden.
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2.3.4  Analysis

Analysis was made by selecting a few problems that were identified as
important in the empirical part. With these we had a goal to highlight, with an

empirical example, that the theoretical assumptions can be proved in reality
and thereafter explain this by connecting the example to the assumptions. We

also compared our result with some theory in the frame of reference.

2.3.5  Conclusion

Although we were able to answer our research questions in the analysis, we
decided to continue by discussing some empirical findings in the conclusion.

The reason for this is that we were not able to point out which type of culture

did matter most in the merger we studied. Therefore we continued to compare
corporate cultures versus national cultures and also the different national

cultures between Sweden and Finland. In the empirical research we made
some findings that were valuable and this also encouraged us to continue

comparing cultures.

2.4  Discussion about method

2.4.1  Validity of results

There are usually two problems with research: validity and possibility to

generalise research results. We think that the personal interview deduces a
high response rate, we got an 100 percent response, and is reliable because

there is less space for misunderstanding. The interviewee can ask in the
interview situation if there is something unclear for him/her. If we can assure

that the persons we interview are familiar with the subject and objective, we

believe that the result can be considered as valid. To assure this we want to
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interview several people and hope that there won’t be discordance among the

different persons answers. If this would be the case there can be problems with
validity.

Some acpects that may have weakned our research result are the following.

On the one hand, the interviewed persons limitations to tell things like those

are, and one the other hand, if we would have a possibility to meet the
interviewed persons several times and continue our study as a case study we

would have more specific knowledge about occuring problems and persons
perspectives.

Another possible aspect that may weaken the result is the fact that our
questions, and the way we asked them, may have affected the answers of the

interiewed persons. If this happened it is unintentional, but we still want to
recognise this possibility.

2.4.2  Generalisation of research results

This is a usual problem among qualitative studies, according to Alvesson and

Sköldberg (1994) because there is no specific method for proving what is
possible to generalise, like there are calculations in quantitative studies.

Alvesson and Sköldberg argue that it is possible to generalise within the

domain of the research object. This means that if the research object would be
a specific type of company then the domain would be all companies of this

type, and therefore it would be possible to generalise results on these. We are
aware of this problem and we will specifically define which types of

companies we can generalise our results on and which we can’t. Our goal is

that the result can be generalised to all merging companies with large cultural
differences, but we are aware that some more research, for example one that is

independent from ours, could strengthen our results significantly if it came to

the same conclusion. Also if we had used several companies to try our
assumptions in, the result would be easier to generalise.
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3  Theoretical frame of reference

In this chapter we will present the theoretical material that will be used in our

thesis. The chapter is divided into different parts. First comes theoretical

positioning, which explains what kind of theory we have used and which

“research schools” we have emphasised. Second comes theory about

integration. This theory is mainly based on our theoretical assumptions, which

were presented in chapter 1.4, and also divided after these. Finally comes

some more critical theory and material about differences between Finland and

Sweden.

3.1  Theoretical positioning

According to Birkinshaw et. al. (2000) there are four major directions or
research, also called research schools, within the area of mergers. All of them

have their own perspective on mergers. They are presented below.

1  Financial economics. This school is primarily interested in wealth creation

for shareholders or for the economy as a whole.

2   Strategic management. The second school has a clear focus on the
performance of both acquiring and acquired firms.

3  Organisational behaviour. This school focuses on the impact of
acquisitions on individuals and organisation culture. Researchers believe

that congruence between cultures of the two merged organisations will lead

to satisfaction and an effective integration.
4  Process perspective. The last school primarily looks at the value creation

after merging. Influences come from the behavioural theory of the firm and
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the process of integration is seen as an important determinant to the extent

to which benefits of mergers are realised.

Our theoretical positioning will be based on a mixture of last three of the
directions presented above. We are not interested in the financial perspective

and therefore we won’t deal with theories from the first school. But the other

three schools have theories that can contribute to our work. Although we will
primarily focus on process perspective and organisational behaviour, we

believe that the models of strategic management can be useful.

3.2  Structures and cultures

This part of the frame deals with the possible conflicts between integration

activities that have a structural focus and activities with a cultural focus.

Figure 4: Structural and cultural focus

3.2.1  Structures and integration of structures

The structure of a firm refers to “…the way its human resources are organized

and entails the hierarchy, departmentation, span of control, and integration

among the various units.” (Nahavandi & Malekzadeh, 1993:43) Therefore it is
clear that a merger will affect the structure of the two companies.

Structural
Focus

Cultural and
learning focus

Focus of integration
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Different organisation structures

A functional structure is based on the tasks that are performed within the

organisation. It gives a clear definition of responsibilities and allows the
managers of the functions, for example production and marketing, to be

specialists in their area. It also simplifies control mechanisms and allows the

chief executives to be easily in touch with all operations performed. But this
type of an organisation also makes co-ordination between the functions

difficult, because everything has to go through top management. It also makes
top management easily responsible of all this co-ordination and can therefore

easily overburden them with routine matters. (Johnson & Scholes, 1997)

Figure 5: Functional organisation

Another way to organise the company is in divisions. Divisions can be, for

example, groups of different products. These divisions can then be organised
in functions. This type allows division managers to specialise in their business

area and therefore allows top management to focus on general corporate
strategy. (Ibid.) This type of organisation will not be treated in the analysis so

we wont focus on it.

The matrix structure can be adopted if there is more than one important factor

around which the company should be built. It is a combination of structures,
which often takes form after product and geographical divisions. A matrix is

said to give quality in decision making when interest conflict. It also gives

direct contact, which may reduce bureaucracy, and involves managers in
decisions. But at the same time the job and task responsibilities may be

unclear, which may result in conflict. Also the profit and cost responsibilities
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may be unclear and the time to make decisions can be long. (Johnson &

Scholes, 1997)

Figure 6: Matrix organisation

Dimensions of structure

According to Nahavandi and Malekzadeh (1993) structures can be viewed

from several dimensions, but there are three important dimensions. The first

one is complexity, which stands for the number of layers, divisions etc. in an
organisation. Second comes formalisation, which refers to the number and

content of different types of rules and regulations within an organisation. The
last dimension is called centralisation and it refers to the distribution of power

and decision making in the organisation. No matter witch type of organisation

a company uses, there can be differences in these dimensions.

Changes in dimensions during a merger

These dimensions will affect the way organisations merge and they will

change during the integration phase. The level of complexity often changes
within both organisations, because most of the organisation units need to be

combined. This will lead to changes in hierarchy and a new division of labour
to at least one of the merging organisations. According to Nahavandi and

Malekzadeh (1993) this may sound theoretically simple, but it is usually the

hardest and most time consuming part in the implementation of a merger.
Formalisation will also change after a merger, but especially in the case of

acquisitions there is much pressure to change the behaviour of the acquired
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unit. Formalisation won’t necessary take place immediate after the merger,

according to Nahavandi and Malekzadeh, but it will happen soon. A goal for
the change of formalisation is that all employees should adhere to the same

rules and regulations. Nahavandi and Malekzadeh also argue that the more
consolidation of many departments a merger will require, the more

centralisation is likely to occur.

3.2.2  Cultures and integration of cultures

What is organisational culture

Many unstated rules, norms, and assumptions that influence behaviour and

decision-making are not reflected in formal organisational charts, job
descriptions, and financial statements. The concept of organisational culture

has been used to explore that softer, less measurable aspect cultures in much
the same way that individuals have distinct personalities. The culture of an

organisation gives it a unique identity that leads it to behave in particular

ways. Just as with personality, culture is difficult to measure and in constant
development. (Nahavandi & Malekzadeh, 1993).

According to Nahavandi and Malekzadeh (1993), Culture permeates all

human behaviours and interactions. Members of a group share culture, and it

is handed down to newcomers and from one generation to the next.
Organisations develop certain assumptions, norms and patterns of speech and

behaviour that make them unique. Also, similar to social or racial groups,
culture is one of the factors that, differentiates one organisation from another.

Applying the concept of culture to organisations gives them a human quality.

“There is increasing evidence that cultural incompatibility is the single largest
cause of lack of projected performance, departure of key executives, and time-

consuming conflicts in the consolidation of businesses. Organisations become

much more than the profit margin, the buildings, and the organisational charts.
As living entities, organisations grow and change. They adapt to their
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environment and maintain internal health. Culture makes each organisation

unique and bonds members of an organisation together. The culture of the
organisation determines what behaviours and ideas are acceptable and

appropriate.

Culture and corporate identity

Culture and identity are closely related to each other, but they are not the same

thing. Lindroos and Nissinen (1996) define the identity as something that
makes the company unique, as a combination between the company’s strategy

and its culture. There are many different ways to describe what identity is,

sometimes its seen as a company’s soul, mentality, or nature. Turner claims
(in Lindroos & Nissinen, 1996) that a corporate identity always has to be

based in reality, in the situation that exists in the company.

There are different types of identities. A monolithic identity exists when all

units in the company have the same identity. This means that they are all
perceived as one unit, which may require a flexible identity. Another type are

the so-called brand identities, where different brands in the company, or parts

of the company, can be seen as their own companies. The third type is a
spread identity. This one is usual among companies that are a result of

mergers or acquisitions. It reminds the brand identity in general. (Lindroos &
Nissinen, 1996)

Identity shall not be mixed with corporate image. When we write about
identity we refer to how people in the organisation identify their company.

Corporate image refers, according to Bernstein (1986) the preconceptions that
people outside, for example customers, have about the company.

Three levels of culture

Organisational culture can be divided to three levels. These levels are called:
artefacts, values and assumptions. According to Nahavandi and Malekzadeh
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(1993), the first level of culture is composed of the visible artefacts and

behaviours within the organisation. It includes the architecture and design of
the building in which the organisation is housed, the office layout, the art

objects used, and the dress and behaviour of managers and employees. The
members of the organisation carefully construct the various artefacts. They are

all observable, although not always easily interpretable. They can only be

fully understood when considered within the context of the organisations
values and basic assumptions. An example of cultural artefacts is office

design. Layout design may reflect the industry or the culture of the
organisation, for example an open office may represent either an open

participative culture or a need to monitor employees.

According to Nahavandi and Malekzadeh (1993), the second, deeper level of

culture is composed of values held by members of an organisation. These
values indicate what ought to be and determine what is considered acceptable.

For example, an organisation may value training and development of

employees, considering training to be essential to organisational effectiveness.
Values that are based on common experiences within the organisation and

have been found to be useful will become an integral part of the organisation.

Understanding organisational values, in addition to artefacts, provides a
deeper and more through knowledge of the culture of an organisation. A full

understanding of the culture of an organisation can only come about with
knowledge of the basic underlying assumptions that guides both the

development of values and the creation of artefacts. These assumptions consist

the third level of culture.

The third level of culture is assumptions. According to Nahavandi and
Malekzadeh (1993), it is composed of the basic assumptions resulting from an

organisations success and failures in dealing with its environment. These

assumptions make up the organisations basic philosophy and worldview, and
they shape the way the environment and all other events are perceived and

interpreted. They are the paradigms that guide all decisions and behaviours.
The basic assumptions that determine organisational culture can be related to
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the industry to which a firm belongs. For example, high-technology firms are

more similar to each other than they are to utilities. Furthermore, an
organisations basic assumptions are often, derived from larger cultural and

social assumptions. Basic assumptions can provide roadblocks when dealing
with other cultures.

Organisational cultures and their national environment

Cultures within organisations are often influences by the environment of the

organisation, because that is where the employees come from. There are many

things in the environment that can influence corporate culture (see e.g. Trice
& Beyer, 1993) but one of the more important ones is national culture. Trice

and Beyer (Ibid.) have compared how different U.S. companies are compared
with Japanese, and connected these differences to national culture. Also Vaara

(1999) means that national cultures are embedded in their environments, and

argue that this is something many writers of post-merger integration processes
have not focused on. Vaara makes a proposition that strong links to national

environments are likely to “…make changes in these organizational beliefs

and practices very difficult, if not impossible, in the short term.” (Vaara,
1999:69) Vaara continues by mentioning national institutional systems, local

networks, traditions and practices, and governance systems as something that
influences an organisation.

Decisions for integration

During the integration process there are three possible scenarios for cultural
integration, according to Cartwright and Cooper (1995).

(1) The acquiring organisation imposes its own culture on its acquisition
(2) The two cultures are integrated

(3) The two organisations choose to maintain separate and different cultural
identities
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All of these are possible choices and we believe that the actual integration
process may contain elements of all three choices. There can also be a fourth

alternative, especially when companies of fairly similar size decide to merge,
and that will be the choice of creating a completely new organisational

culture.

What is cultural integration?

Today, organisations and their environments are multicultural. Most of the

companies have even several cultures within them. According to Trice and

Beyer (1993) “This cultural pluralism creates a need for some kind of

integrating force to keep some degree of harmony and some reasonable

balance of power among various subcultures that affect organisational culture

may be able to provide sufficient integration.”

In a merge there will be at the begging two new cultures to play with. That
causes an extra work for leaders. New common culture must be created. In the

acquisition the situation may not be as complicated, there is a one company,

and so one culture to be followed. In a merger the creating a new culture will
take time. According to Trice and Beyer (1993). “If internal subcultures are

diverse and in conflict, and that diversity is helpful to an organisation, or if

some subcultures whose cooperation is needed are outside the organisation,

an integrative form of leadership is needed to manage the diversity. Some

integrative leadership involves top managers who pull together diverse

interests from inside and outside organisation; this leadership has been

described as consensus leadership.”

Consensus Leadership

“Consensus leaders negotiate among groups with diverse values and interests,

and by bargaining, trade-offs, and other tactics, succeed in incorporating the
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groups into overall decision making and action.” (Zaleznick and Kets de

Vries in Trice & Beyer, 1993:284)

In a merged company the form of new culture may take several years. Leaders
role is important to lead personnel for new age. According to Trice and Beyer

“Consensus leaders do not seek to homogenise diverse subcultures by

changing them or creating a single culture to embrace them all. Rather they

use their influence to find workable compromises that allow subcultures to

maintain their distinctiveness. They are good listeners, bargainers, and

coordinators; actively calculate how to integrate; and act as facilitators of

common decisions and as distributors of rewards and punishments. They also

are good communicators who can explain different subcultures to each other.

They do not seek complete agreement- only enough to deal with problems at

hand.” (Trice & Beyer, 1993:284)

In any big company, there are a large number of outside stakeholders. There

will be a pressure on organisations to pay attention for each stakeholder
interests.

”…management must not only find a way to balance inside interests with each

other, but also with various outside interests. Employees, stockholders,

unions, government agencies, suppliers, vendors, customers and clients,

creditors, and members of the surrounding community – all have a stake in the

organisation, and all in one way or another can, by their actions, disrupt

organisational functioning unless some way is found to coordinate and

integrate their demands. Consequently, some members of top management

must act as consensus leaders who persuade divergent outside and inside

interests to cooperate.“ (Trice & Beyer, 1993:284)

Consequences of cultural integration

Mergers and acquisitions often create significant trauma for both of the
companies involved. The significance of such trauma is underscored by
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research indicating that, despite seemingly favourable strategic, financial and

operational assessments made during pre-merger feasibly studies, mergers
have less than a 50:50 chance of being successful. Even in the best of

circumstances, mergers can so change the nature, orientation and character of
one or both of the merger partners that five to seven years are typically need

for employees to feel truly assimilated in the merged entity. (Covin et. al.,

1997).

3.2.3  Interplay between structural and cultural integration

As the frame of references has earlier indicated, integration processes are

divided into structural and cultural ones. There may be more dimensions, but
these two are of main interest in our research. According to many researchers

these dimensions are dependent on each other and both dimensions need to be
integrated successfully to achieve a successful merger. Therefore one of the

challenges will be to administer the merger in a way that one type of

integration will not be favoured at the expense of the other. That is the most
important statement by Birkinshaw et al. whose figure can be viewed below.

Figure 7: Impact of task and human integration processes on acquisition outcome
(Birkinshaw et al., 2000:399)
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Note that instead of structural and cultural integration, Birkinshaw et. al. use

the terms task and human integration, which can in our case be treated as
synonyms, because task integration refers to different ways to organise people,

while and human integration concentrates on cultural convergence, respect for
the other merged side, and on how situations change.

Birkinshaw et. al. have made observations that both task and human
integration are often difficult to manage. As mentioned in the figure above,

there are several ways to reach the success. In the figure below, which is based
on the figure above except that it includes three arrows, three different ways

are presented. Arrow A is the optimal way in theory, according to Birkinshaw

et. al. (2000), but in practice there will often be a choice between B or C.
Birkinshaw et. al. continues that the costs are usually higher if B is chosen.

Figure 8: Impact of human and task integration on acquisition outcome
(Birkinshaw et.al., 2000:420; Modified by us)

3.3  Strategic perception on the integration process

The second part of our theoretical assumptions deal with strategic perception

of the integration process and possible conflicts between two orientations.

B

C
A



29

Figure 9: Strategic perception

A merger is always a strategic decision and we believe it is carefully planned

within both companies involved, or at least in the acquiring company if it
would be an acquisition instead of a merger according to our definitions. One

important question for us is whether companies will stick to their original plan

during the whole integration process or if they adjust themselves to changes
that occur either in the companies or in the environment. Managers can either

have a goal orientation or a process orientation when they work with the
integration. In the former of these they implement a deliberate strategy, but in

the latter one they let new emergent issues come up and influence the process.

A good way to illustrate this is Minzbergs figure below.

Figure 10: Deliberate and emergent strategy (Mintzberg, 1987:14)
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This means that our use of the Mintzberg model above is somewhat

metaphorical. Originally the model is meant to describe company actions, but
we will instead use it to describe managerial actions.

3.3.1  Use of goal orientation

Goal orientation is very closely related to what is called the planning

perspective by de Wit and Meyer (1998). According to this perspective all
strategies should be deliberately planned and executed. The use of plans is

compared with building a bridge.

“Building a bridge requires a long formulation phase, including extensive analysis of the

situation, the drawing up of a number of rough designs, evaluation of these alternatives,

choice of a preferred design, and further detailing in the form of a blueprint. Only after the

design phase has been completed, do the construction companies take over and build

according to plan. Characteristic of such a planning approach to producing bridges and

strategies is that the entire process can be disassembled into a number of distinct steps,

that need to be carried out in a conscious and structured manner will the best results be

obtained.” (de Wit & Meyer, 1998:152)

A planning approach gives direction to the organisation, and it helps to

achieve optimisation. “The clearer the plan, the better the company can get itself

organized for execution. A structure can be chosen, tasks can be assigned, responsibilities

can be divided, budgets can be allocated, and targets can be set. Not unimportantly, a

control system can be created to measure results in comparison to the plan, so that

corrective action can be taken.” (de Wit & Meyer, 1998:153)

Although planning will give many benefits it also has weaknesses. Even if
many writers (e.g. de Wit & Meyer, 1993) mention that planning is good for

long term perspectives, it is also very hard to plan for long times ahead. Future
is very hard to predict, and many forecasts are purely based on assumptions.

Because planning can be difficult, we are questioning the use of plans on a

long-time perspective and will therefore discuss process orientation below.
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3.3.2  Use of process orientation

Instead of the earlier mentioned goal orientation, managers often have to adapt
their plans during the process, and thereby use something we call process

orientation. If goal orientation was closely related to the planning perspective
in strategic management, process orientation will find its source in the

incrementalism perspective (de Wit & Meyer, 1998).

Strategists who support this perspective believe that “…new strategies largely

emerge over time, as managers proactively piece together a viable course of

action or reactively adapt to unfolding circumstances.” (de Wit & Meyer,

1998:154) Instead of planning activities they emerge during sense making,

reflecting, learning, or experimenting. Strategy formation becomes an
innovation process.

The process perspective can easily be used if the environment is changing.

Organisations often are open systems, they are connected to their environment

and this connection affects the internal culture of organisations. Naturally,
organisations also affect and change their environments. But only the fact that

environments affect the organisations means that intended plans may have to
be changed during their implementation because of changing environmental

influences (Trice & Beyer, 1993).

3.4  Speed of the integration process

The last part of our theoretical assumptions deal with time of the integration
process and possible conflicts between long and sort integration.
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Figure 11: Speed of integration

The time required for the integration process depends a lot on the type of
merger. In concentric, vertical, and especially conglomerate mergers the

integration time is not so long. But in related mergers, which are our main
research area, the integration process is traditionally viewed as long and time

consuming. The whole process can take many years to complete. According to

Nahavandi and Malekzadeh (1993) it can take up to seven years until the firm
is really integrated and can show any productivity gains. This is a very long

time both because of competition and internal processes that occur.

One of the interesting differences in older and newer research is that some

new research has a different view on time of the integration process. Where,
for example, Nahavandi and Malekzadeh that are mentioned above simply

state that it will take time to integrate, some new research is favouring faster
integration processes. A common argument for faster processes is that a

merger will cause uncertainty among employees of both companies involved.

There can be many reasons for this, but certainly the most important one is
that when integrating structures one of the major goals has been to wind up

duplicated functions. This often leads to a situation where many employees
may receive a notice to quit, and because many people are aware of this there

will be uncertainty no matter if there is a good reason to be uncertain or not.

(Hadjian, 2000) Because of this one important success factor for a merger or
an acquisition is speed, according to a study made by

PriceWaterhouseCoopers. Speed is important because the time of uncertainty
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should be as short as possible, so that employees can get out of uncertainty as

soon as possible. (Ibid.)

What makes this interesting is that the arguments for fast integration are not
only structural, but they also deal with people and culture. This goes against

some writers of organisational culture (e.g. Trice & Beyer, 1993), who stress

that cultures are connected to history and therefore develop slowly. “Cultures

cannot be divorced from their histories and they do not arise overnight. To

develop a culture, people need to spend time together to interact and share

with one another common uncertainties and some ways of coping with them.”

(Trice & Beyer, 1993:6). Müllern (1994) also states that when cultural

formations3 develop, their development is partly based on their history and
background.

3.5  Criticism on theory of integration

3.5.1  Role identities

Closely related to culture there are role identities, which are connected to

peoples professional background, gender or ethnicity. It is argued, “…that

examining the emerging role-structure among key decision makers can help us

to understand how decisions concerning organisational integration are made

in the upper echelons of corporate hierarchy.” (Vaara, 2001:486) According
to Vaara (Ibid.) this is particularly interesting in a merger because roles are

created in a situation where new organisations are built on the basis of the old

ones. People in the new organisation can still have their old role identities and
therefore it is possible to question how deep the integration actually can be.

Especially when a crisis will occur some managers tend to fall back on their

                                           
3 With cultural formations Müllern (1994) refers to some specific group of people, large or
small, that has a common and unique cultural content
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role identities and no longer see themselves as a part of the new company.

(Ibid.)

We believe that these role identities can be seen as deeper forms of culture and
they can also be an explanation on why some cultural integration can occur

faster than other. In this phase of our work we have no evidence yet, but it is

possible that a fast cultural integration of a company doesn’t count these
deeper forms of culture and therefore will only lead to a superficial

integration. This superficial company may look well integrated when viewed
from the outside, and perhaps also from the inside. The people involved may

very quickly adapt themselves to the new company and see themselves as its

employees or managers, as long as everything goes well, but as Vaara (2001)
argues a major crisis can lead to a return of the old role identities. An example

of crisis could be shutdown of some units and in this case many people may
not think rational, but instead try to protect units from their old companies.

3.5.2  Failure to recognise learning

Often cultural differences are seen as a boundary for integration, but they can
also include many good things, which need to be recognised. Vaara (1999)

makes a proposition that different ways of doing things provide possibilities

for learning. This is something that companies should realise and thereby see
differences as a source of value. Still, according to Vaara (Ibid.), many writers

of organisational culture only see problems in mergers.
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3.6  Management styles in Sweden and Finland and
cultural differences

3.6.1  Impact of national culture in management

The increased internationalisation and interdependence of international

markets especially for the Nordic countries, develops a need for better
understanding of management in different countries. A contributing factor to

many unsuccessful start-ups and acquisitions in foreign countries is a lack of
understanding of international markets, cultures, and management behaviour.

A clear change was observed at the end of the 1970s. In studies several studies

the influence of national culture was clearly found. (e.g. Lindell & Arvonen,
1996)

Hofstede (1983) argues that nationality has implications for management for

three reasons: a) nations are political units rooted in history with their own

institutions, legal, educational and labour market systems, b) informal
organisations are usually culturally based and c) psychological factors formed

by early family relations and educational systems, which differ from country
to country. Countries tend to cluster by culture (Ronen & Shenkar, in Lindell

& Arvonen, 1996). Values, beliefs, norms, and ideals are embedded in a

country’s culture and affect the leadership behaviour, goals and strategies of
organisation (see Lindell & Arvonen, 1996).

3.6.2  The Nordic management style: Similarities and differences

Similarities in Nordic management
Thygesen Poulsen (in Lindell & Arvonen, 1996) talks about a Nordic human
view and co-operation between individuals. Olsen (Ibid.) emphasises a feeling

of interdependence and confidence as the basic reason why the Nordic people
feel able to speak in favour of joint solutions, which appears reasonable and
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just. Often consensus is considered the feature, which characterises the Nordic

countries. It has provided Finland, Norway and Sweden with a great
comparative advantage: the ability to solve social problems peacefully. (Ibid.)

Differences in Nordic management
In the research of Lindell and Arvonen (1996), they reach the final result that

within the Nordic countries that there were significant differences in employee
and task oriented dimensions. Their main findings indicate therefore that

Nordic management behaviour is not homogeneous (cf. Laine-Sveiby, 1987).
Lindkvist (in Lindell & Arvonen, 1996) also came to the conclusion that there

are cultural differences within the Nordic countries, which neither can nor

ought to be neglected. At the same time he argued that it is relevant to talk
about a Nordic management culture.

3.6.3  Differences between Finland and Sweden

The process of internationalisation has been in effect for a long time in

Swedish business. The large firms in Sweden are very closely linked to the
global network of countries, markets and industries. The positive effect of this

situation is that there is a group of companies in Sweden that is very
experienced and competent in organising international business (Sölvell et. al.,

1994). Finns are somewhat more nationally oriented because of historical

reasons and therefore they don’t for example localise company headquarters
abroad, which is more common in Sweden (Taxell, 2000). Taxell continues

that Finns know Sweden better than Swedes know Finland. There are many
reasons for this, but geography is an important one. For many Swedes Finland

is in the wrong direction because they focus more on the other Nordic

countries and the global networks, as Sölvell et. al. (1994) mentions above,
but for Finnish companies Sweden has always been a natural way to go abroad

because its close to Finland.
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Taxell (2000) continues that Swedish and Finnish corporate cultures have

many similarities, but they also have many differences. These differences
should not be exaggerated, but neither should they be forgotten. It is also

important to remember that it is not only a question of different languages.

Although there are differences between the countries, some research clearly

indicates that these differences are not impossible to overcome. Boter and
Holmquist (in Lindell & Arvonen, 1996) have asked Swedish CEOs about

specific problems encountered in doing business in different countries.
According to their results language was marked as a problem with Finnish

companies in 27 % of answers. Business climate was marked as a problem

with Finnish companies only in 2 % of answers. In comparison with Japan
business climate was marked as a problem in 17 % of answers. Management

style with Finnish people was marked as a problem in 6 % of the answers, 21
% with Germans and 24 % with Japanese. This study shows that there is not a

big problem with differences between Swedish and Finnish companies

management style, but definitely there is some difference.

In Hofstede´s (1980) findings for different cultural dimensions biggest

difference between Finland and Sweden was in tolerance of uncertainty and
masculinity versus feminine. Finland had a lower tolerance of uncertainty and

was more masculine. In countries with strong uncertainty avoidance more
structured task-oriented behaviour can be anticipated and firms are more

internationally oriented (Nilson in Lindell & Arvonen, 1996). In Nilson’s

study the Nordic countries were the lowest on power distance. In those
countries more consultation and an employee-oriented management style are

used. The human factor is regarded as being more important than technology.
In a study of Swedish innovations Tichy (in Lindell & Arvonen, 1996) points

to a strong commitment to democratic values in Sweden.

In the study of Lindell and Arvonen (1996) it shows that Finland is more task

oriented, and Sweden is more employee oriented. Study concludes that even if
there is a close historical links between the countries, the Nordic countries
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area is not homogeneous in management as one might expect. Strong team

orientation, especially in Sweden, limits the generation and exploitation of
new ideas. The traditional belief is often that the “Management by Perkele”4

style is used in Finland, and in Sweden people negotiate all the time, but this
is according to Taxell (2000) a simplification. He continues by mentioning

that people do negotiate a lot in Sweden, but his own observances instead

indicate that the real distance between people is shorter in Finland than in
Sweden. In Finland people can say directly what they mean, and Taxell (2000)

means that this shows that people have trust in each other, they know that the
opposite part can handle critique.

                                           
4 The traditional Finnish management style where the leader has all power and doesn’t
listen to the employees, Perkele is a Finnish swearword
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4  Company Presentation: Cloetta
Fazer

In this chapter we will introduce the reader for our case, the Cloetta Fazer

Company. There will be information from several sources. We use only

information, which is essential for our study. Part of the information is from

the company brochures and that shows the perspective of the company.

4.1 Cloetta Fazer Background

For more than 100 years, the names Cloetta and Fazer have been known and
respected on the Nordic region’s confectionery market. Both are known for

high quality and strong brands.  Cloetta is over 140 years old and Fazer is over
100 years old company. Cloetta Fazer was formed on 1 January 2000 through

the merger of Cloetta of Sweden and Fazer Konfektyr5 of Finland, previously

part of the Fazer Group.

Cloetta Fazer is the Nordic region’s largest chocolate and sugar confectionery
company. Sales in 2000 amounted to about MSEK 3,000 and the number of

employees was around 2,000, who worked within Confectionery and Trade,

Cloetta Fazer’s two business areas. In July 2001 an agreement with the Swiss
company Valora Holding AG was signed regarding the sale of the trading

business area, which means that Cloetta Fazer will now focus totally on
confectionery. (Annual report, 2001)

                                           
5 We refer to Fazer Konfektyr when we hereafter write about “Fazer”, if the whole Fazer
Group is mentioned we will specifically mention this
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4.2 “We are stronger together”

Obviously, the reasons for the merger were to make company more

competitive and to give their customers and consumers throughout the entire

Nordic region an impressive selection of reputable products. The most
important geographic markets are Sweden, Finland, Denmark, Norway,

Poland, Russia and the Baltic states. Cloetta Fazer is the market-leader in
Sweden and Finland in both chocolate and sugar confectionery. (Cloetta

Fazer, 2000)

Cloetta Fazer has six production plants: three in Sweden, two in Finland and

one in Poland. Cloetta was found in Copenhagen in 1862 and Fazer in

Helsinki 1891. The Cloetta share was introduced on the Stockholm Stock
Exchange in 1994.

Shares of the Nordic confectionery by 
volume

25%

20%
16%

39% Cloetta Fazer
Kraft Foods
Malaco Leaf
Other

Figure 12: Cloetta Fazers share in the Nordic countries. (Annual report, 2001)

Cloetta Fazer has a number one position in Sweden and Finland. In Denmark

and Norway they have third position and in Poland the company is fifth
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largest. At the moment Cloetta Fazer holds a 25% share of the Nordic market,

which can be seen in the figure above. Another big chocolate provider in the
Nordic region is Marabou, which belongs to Kraft Foods, and is one of the

main competitors in chocolate, especially in the Swedish market.

4.3  Integration projects

Annual report (2001) says that the annual synergy gains resulting from

coordination of various functions in Cloetta and Fazer Konfektyr are estimated
at MSEK 75 and will reach full effect in 2001. Roughly half of these synergy

gains were already realised in 2000. Provisions for restricting costs of MSEK

15 were made during the year.

Annual report (2001) also mentions that almost all of the integration projects

launched in the first six months of 2000 were completed before year-end. It
continues that accounting, finance and IT have been coordinated, as have

purchasing and logistics. In Sweden, Cloetta Fazer Sverige AB has been
formed by merging the operations of Cloetta Choklad AB and Fazer AB. The

new, integrated sales force has been in place since May 2000 and a joint

marketing strategy is being successively implemented. With the aim of
increasing production efficiency, a physical inventory of the present

production structure has been started. In the long term, specialisation and
coordination of production will result in greater efficiency. In Denmark Fazer

Konfektyr´s operations in the sales companies A&E Petersen and C.K.

Chokolade were merged with Consiva Holding in Business Area Handel. This
coordination in Denmark will allow more efficient utilisation of

administration, management, premises, and logistics.
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4.3.1 Complicated organising

According to Nurmi (1999), there was a complicated organising for ownership
in Cloetta Fazer. Cloetta’s present main owner AB Malfors Promotor have

20,6 % of capital and 39,9 % of votes. Fazer has 20,1 % of ownership and
38,9 % of votes. There is a contract that one member may have at most 40 %

of votes.

4.3.2  Over ten years co-operation

The Managing Director and CEO of Cloetta Fazer told for Nurmi (1999) that
Cloetta and Fazer have surveyed arrangement since the 1960’s, so on that way

connections are old. There have been, approximately ten years co-operation

between Cloetta and Fazer. Some products were produced in each other
factories. More volume and savings are in search for future. Those are counted

to gather so that in three years approximately yearly saving will be 50 million
Fmk.

According to Cloetta Fazer annual report, Company brands are the most
valuable assets – they form the foundation for company position in the market.

Cloetta Fazer identity sends a strong signal to employees, commerce, owners,
capital market and society. In business and in Cloetta Fazer contacts with

customers, company will continue to use Cloetta and Fazer; their two umbrella

brands. Cloetta Fazer intend to maintain the strength of these brands, further
develop and ensure that they fulfil market expectations. Company is very

proud of their umbrella brands.

Fazer Blue, chocolate bar has been chosen once again in year 2001 the most

valuable brand in Finland. Research was made by a marketing and advertise
magazine. Producing of Fazer Blue has started in year 1922 (Nurmi, 2001).

Newspaper continues a little bit critical that there was no a special price
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determination for Fazer Blue in a Cloetta Fazer merger, companies called

attention direct for statements of accounts.

4.4  Other aspects

4.4.1  Identity

“The new identity is based on shared core values and mission. All of these

derive from the history, traditions and values of the respective companies, but

also reflect future objectives.” (Annual Report, 2001:10). Company view
continues, “Company have three brand levels in Cloetta Fazer: corporate

brand, umbrella brands and product brands. The corporate brand highlights

company identity as the Nordic region’s leading confectionery company. The
identity is a bearer of the values our organisation represents. The umbrella

brands effectively unite and define Cloetta Fazer’s strong and diverse product
portfolio for company customers and consumers. The product brands

contribute to strong and lasting relationships with company consumers. A

product brand stands for both functional and emotional values.”

4.4.1  Strategies

To strenghten and development company leading position on the Nordic

market. To develop exports outside the Nordic region. To prioritise strong

brands. To streamline the product range. To optimise company advertising and
promotion. To invest in improve production economy.  (Cloetta Fazer, 2000)
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4.4.2  Vision

Company vision is to further advance company position as the Nordic region´s
leading confectionery company. Company will act and be perceived as a pace-

setter and driving force for development in the industry. With the market´s
most attractive product portfolio, company will create added value for

company customers, consumers, employees and shareholders.

4.4.3 Mission

Cloetta Fazer mission is to create delight and pleasure. Company mission
declares the purpose of their operations, their role and assignments. Company

mission distinguishes them from others and makes them a better partner and

employer.

4.4.4 Company core values

Company core values are their guiding principles; they form the foundation of

company new identity. Their origins are in company history, traditions, and

values. They also point to company ambitions as they relate to the future.
Company core values describe the attributes that company think are

important- attributes company want to stand for and bring forward as a
company. Company core value will influence the tone of interaction among

employees who work at Cloetta Fazer and will influence external and

communication – with customers and consumers.

4.4.5  The Future

Cloetta Fazer describes their future acts in the following sentences and recount

first year after merger. “Over the past few years, the chocolate and sugar
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confectionery industry has undergone major restructuring and further changes

are anticipated. Internationalisation is increasing and the Nordic region is now
widely regarded as a single market. Cloetta Fazer will actively participate in

the continuous structural changes taking place in the industry. The merger
between Cloetta and Fazer Konfektyr has further strengthened the Group´s

position in an increasingly internationalised market and in ongoing and future

discussions regarding consolidation and mergers. (Annual report, 2001)

The Annual Report says that new identity is based on shared core values and
mission. One of many prioritised projects during the year 2000 was the

process of shaping a shared identity. Based on a large-scale interview survey,

the project group has identified the new company’s mission and core values.
The mission is about creating fun and enjoyment. The new, shared identity is

built on core values that describe the company’s most important qualities. All
of these derive from the history, traditions and values of the respective

companies, but also reflect future objectives. The core values that characterise

the new Cloetta Fazer Group are openness, expertise and dynamism, with the
Nordic countries as a base for operations.”

The new logo – the CLOETTA FAZER name in block capitals – has a simple
and timeless typography which together whit the colourful “ribbon”

symbolises fun and energy in the company. The new logo is to be used only as
a unifying identity for the company. The neutral design of the new corporate

identity does not encroach on Cloetta Fazer´s distinctive umbrella brands,

where both of the well-known company logos, together with many product
brands steep in tradition, will continue to be communicated to customers and

consumers.  (see Cloetta Fazer, 2000; Annual report, 2001)
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5  Empirical material

In this chapter we present the material from our interviews. We start with

presenting our interviewed persons and thereafter we continue with the actual

material. The material is totally based on our interviews and we have not

manipulated the meaning, but we are presenting it in out own words except for

direct quotations. We have chosen to divide the material in different parts

because different issues are treated (see 5.2). The original questions can be

found in the Appendix.

Some definitions may be different in this chapter, compared with the other

chapters, because everything here is presented after the interviewed persons

opinions. For example the definition of the integration phase is different from

our definition.

5.1  The interviewed persons

Person 1: Deputy Managing Director

•   Nationality: Finnish
•   Company background: Fazer, employed 1997

•   Education: B.Sc. (Econ.) from Finland

The deputy managing director has his office at Solna, a few kilometres north

of Stockholm. He has also lived there since the year 2000. Even though he has
only lived permanently in Sweden for less than two years he is familiar with

Swedish society and culture. His native language is Swedish and he has
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followed Swedish media most of his life. He also has previous experience of

Swedish business life, and mergers between Finnish and Swedish companies.

Person 2: Marketing Manager

•   Nationality: Finnish

•   Company background: Fazer, employed 1991
•   Education: M.Sc. (Econ.) from Finland

The marketing manager has his office in Helsinki, Finland. He is responsible

for all markets, but around 60 % of his work considers Finland and the

remaining 40 % primarily belongs to Sweden but also some other markets. He
has not lived in Sweden, but visits often the Swedish units of Cloetta Fazer.

He was working at Fazer when it acquired the Finnish chocolate producer
Chymos in 1991, but at that time he was new in the company and did not play

an active part in the acquisition, so he has previously no major experience of

mergers or acquisitions.

Person 3: Public relations officer

•   Nationality: Finnish

•   Company background: Fazer, employed 1998
•   Education: Degree in communications from Finland

The public relations officer works in both countries but her office is in
Helsinki, Finland. Even if she has been in the company only for three years,

she has always worked with Swedes. Previously she was working in the
Finnish public broadcasting company and made many Nordic co-productions.

She has no previous experience of mergers or acquisitions.

Person 4: Managing Director of production

•   Nationality: Finnish
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•   Company background: Fazer, employed 1996

•   Education: M.Sc. (Eng.) from Finland

The Director of production works in both countries, but has his office in
Helsinki, Finland. He has previously been production manager at a Swedish

automobile manufacturing company, and thereby he has experience of

Sweden. He personally believes that this experience is very useful now at
Cloetta Fazer.

Person 5: Managing Director of Finnish Sales company

•   Nationality: Finnish
•   Company background: Fazer, employed 1991

•   Education: M.B.A. from Finland

Person 5 is the managing director of Fazer Konfektyr in Finland, which is a

sales company. Thereby he works mostly in Finland, but recently he has
become a member of the Directiongroup within Cloetta Fazer and this position

also involves some meetings in Sweden. He sometimes visits Sweden, but he

still claims that his experience of the country is not very large. He has some
experience of Fazer’s acquisition of the Finnish chocolate producer Chymos in

1991, but he was not a major decision maker in it.

Person 6: Personnel Director

•   Nationality: Finnish

•   Company Background: Fazer, employed 1998
•   Education: B.Pol.Sc. (Econ. & Statistics), from Finland

The personnel director has his main office in Helsinki, Finland. He is
responsible for the whole company’s personnel affairs and thereby works

approximately two days a week in Sweden. He also has experience from both
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countries from his previous career at a Swiss-Swedish multinational company,

where he worked both in Finland and Sweden in different projects.

Person 7: CFO and Deputy Managing Director

•   Nationality: Swedish

•   Company background: Cloetta, employed 1990
•   Education: B.Sc.(Econ.) from Sweden

The CFO has his office in Ljungsbro, Sweden. He represents mostly the

Swedish parts of Cloetta Fazer and is not very much involved in the activities

in Finland. He has never lived in Finland, but has often been in contact with
Finnish business life. He was highly involved in Cloettas acquisition of the

Swedish confectionery company Candelia in 1998 and has thereby
experiences in integrating companies, but he has not worked with pure

mergers before.

Person 8: Managing Director and CEO

•   Nationality: Swedish
•   Company background: Cloetta, employed 1983

•   Education: B.Sc.(Econ.) from Sweden

The CEO works both in Ljungsbro and Solna, but mostly in Ljungsbro. He

works most of his time in Sweden, but most of his career he has been working
with connections to Finland. He also  mentions that he has good knowledge of

Finnish business life, but he’s not very familiar with Finnish traditions etc. He
was also highly involved in Cloettas acquisition of Candelia, and he has

previous merging experience from the Saab-Scania merger.



50

5.2  Disposition of the material

We are going to present our material divided into different areas within the

merger. This division is made by us, but it has its roots in the different time
periods that the interviewed persons talked about. On the left side in the figure

below these different time periods can be seen, but on the right side the is one

extra dimension which can’t be placed in any certain time period. This
because the differences between Finland and Sweden existed during all these

time periods.

5.3  Cloetta and Fazer before the merger

5.3.1  Differences in Structure

“Differences are rather big, if we think in terms of organisational structure, consequently

Fazer was going towards a matrix/ process organisation…

Cloetta was a rather traditional functional company, which acted very hierarchical and

very much Sweden oriented, while Fazer was more international than Cloetta. We have an
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organisation model that’s more democratic than in Sweden. Both companies have done a

good profit during the last years, and because of that there is no reason to say which one

[of the organisation models] is better.” (Managing Director Sales Company)

All previous Fazer managers agree that Fazer was more international. The
Deputy Managing Director says that Fazer had subsidiaries abroad and over

50 percent of its sales was outside Finland, while Cloetta had 90 percent of its

sales in Sweden.

5.3.2  Differences in control and leadership style

An interesting point is that managers from both Cloetta and Fazer believe that

their previous company was the one with less top-down control. For example

the CFO believes that one of the major differences between the companies
was the difference in the view of activity control, which can be seen below.

“If we simplify this a little, it can be said that it’s based in this view that Fazer Konfektyr

has a more centralistic approach, that they want to have and are more anxious to have co-

ordination functions centrally, to establish the general outlines from the centre, and to give

directives to the subsidiaries about the activities.

While we at Cloetta perhaps are more anxious, we’ve been here at old Cloetta, to let it be

more like ‘business is local’. The local managers and the responsible for local activities

are getting a higher influence you could say. Both views have their advantages and

disadvantages. It would be good for Cloetta Fazer to find an intermediary way.” (CFO)

Also the CEO says that Cloetta was not top-down controlled. He also argues
that it’s not fair to compare the companies, because Cloetta was a group and

Fazer Konfektyr was only a part of the entire Fazer Group. A group needs to

be controlled differently.

“From an operative point of view Cloetta was supporting a quite decentralised,

decisionally operative organisation, with delegated operative responsibilities for the

subsidiary managers. On the other hand it was centrally controlled in the sense that

general strategic questions, everything that had to do with the stock exchange and our

actions… we have to been understood as one unit by the market, we have to report in
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uniformity from the whole company. The general strategic questions, the financial

questions, the economic questions, the comprehensive legal questions, they were all

controlled from the parent company, when the subsidiaries had a large freedom in an

operative point of view.” (CEO)

Still most of the persons with a Fazer background perceive Fazer as a more

democratic company. They see Cloetta as a very much Ljungsbro focused
company, which has been controlled by only a few people. Fazer again is seen

as a more heterogeneous and delegating company.

“In Cloetta power of decision was focused in one, or three, pairs of hands and at Fazer in

much more hands. Fazer was going towards a matrix organisation, but it didn’t work

without a drag yet.” (Managing Director Sales Company)

5.3.3  Differences in competence

There were differences in the competence of the two companies, especially in

direction and orientation, but also a little in level. The differences are mainly

based in the fact that the companies had different backgrounds. Cloetta was an
exchange-listed company, with focus on reporting and fast profits. Fazer was

family owned and the family was focusing on long-term profits, they did not
require immediate profits every third month. This long-term orientation has

allowed Fazer to concentrate on building strong brands and thereby create a

strong competence in marketing.

“As I have said earlier, marketing is the core process at Fazer.” “ Marketing at Fazer has

always been incredibly strong and respected, maybe a little scary of its reputation, no one

has never been let, consequently it is its own world. It really is its own strong world! It has

been based on that there has been built so much, so called intellectual power. It is based on

a rather exciting way, systematically built during many years, intellectually really indeed

the top people in Finland and they start searching them already among students. With that

intellectual power they have so good know how and comprehension and also a wide

intellectual competence, that they may build for them selves, they can build, a protecting
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wall for this activity. It is, I would say, supremely difficult, if not impossible, for an external

to get in. It is almost atrocious.” (Deputy Managing Director)

Also the Marketing Manager agrees that marketing is important for Fazer,
marketing has ruled everything he says, and the company has lived for its

brands, while at Cloetta marketing has been more focused on making

commercials. Obviously, also the fact that Fazer has been located in the
Finnish capital has been making it possible for them to recruit the people they

wanted.

“It can be pointed that there is a somewhat higher average competence in some functions,

especially on the marketing side, in Fazer Konfektyr than in Cloetta. More ‘academics’, or

that level. Fazer has always been a very fine company to work in, they have recruited

highly qualified people to their organisation. It has been easy to recruit good people to

Fazer, partly because it’s a well known and fine company, and partly because it’s located

in Helsinki. While Cloetta, that has its base here [in Ljungsbro] has experienced difficulties

in recruiting qualified people. And this has created some differences in knowledge

[between the companies].” (CEO)

But Cloetta has still managed to perform financially just as well, says the

Deputy Managing Director, and refers to the fact that during the 1990s Cloetta

result was about the same as Fazer’s. This, because Cloetta had a strong result
orientation.

“Cloetta had a very profit oriented exchange-listed company and they needed all the time,

every third month [to report], and their result was followed. And they managed to be

profitable. In Fazer stress was on persistency and strategic orientation, and Cloetta

stressed much on operational activities.” (Deputy Managing Director)

5.3.4  Differences in culture and identity

Both companies are old, and therefore they have their own tradition and

culture. An interesting way to describe them, very much like in terms of
metaphors, can be seen below.
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“One very good example is that when people have been interviewed inside the company in

Cloetta and Fazer. Employees have described organisation culture, what it represent by

car brands, animals, articles etc.”  “… When for example a car is a compared issue it’s

easy, especially for men, to describe what car brand symbolised Cloetta. It represents a

Beetle, a yellow new Beetle, and Fazer represents a Mercedes Benz. From different boats,

Cloetta is like a very pleasant wooden rowing boat, easy to row. Fazer represents a big

Swan sailing boat, which is difficult to control. From my point of view these describe, and if

we take one more from animals, Cloetta was one short of happy duck and Fazer was a lion,

which from my opinion describes that there are plenty of disparities in these companies.

Really a lot! Fazer has always been, very proud of itself. These product brands and product

quality has been everything. Profit has not always been the thing that the family or Peter

Fazer stressed, but customer may never be breached by quality. And product brands, these

are like our bonds, there is no more important thing. These can’t be bought. A product

brand will be built up during decades.” (Deputy Managing Director)

One major reason for why Fazer has been so proud of itself is the fact that it

has been a quite dominant market leader in Finland. This has given Fazer a

different identity, says the PR Officer. Also the production manager talks
about this, and reminds that Cloetta was not the market leader in Sweden.

Everyone doesn’t think that these differences can be found in corporate
differences, but more in national differences witch are reflected in the

company.

“I mean, there’s nothing big in these traditions that separates us, that is just small things,

and mostly on the local level. And of course differences with what is Swedish and what is

Finnish much more than differences between Cloetta and Fazer.” (CEO)

This is an interesting comment, because all other persons except the CEO
argue that corporate cultures between Cloetta and Fazer cause more

differences than national cultures. A more typical comment is the one from the

CFO below.

“I don’t think it’s so much this national culture that everybody talks about, that Finns are

in a certain way and Swedes in another, that’s a little exaggerated I think. The major
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difference is the fact that it’s two different companies, that are very old, that have built up

their own corporate cultures.

Differences that are just as big, can actually be seen between two Swedish companies, as

between a Swedish and a Finnish company, so I think it’s much more differences in

corporate cultures than national cultures. But still it can be seen in Fazer, that the

corporate culture there, I believe, is a little more centralistic than the one we’ve been

having in Cloetta, that has been built more on decentralisation.” (CFO)

Also the Personnel Director agrees that the major differences will be found

within the corporate culture, much more than on the national level. But he
continues and mentions that there are several levels of culture: national,

corporate, process, and finally individual culture. As already mentioned the

biggest differences were found on the corporate level, but the smallest ones
were at the process level. Within every process, a culture of its own has often

been established both on the Cloetta and Fazer side. When the people from
these processes, who work with the same thing, meet they tend to work very

well together.

5.3.5  Similarities in cultures

Even if there were many differences between the companies, all the persons
that we interviewed also wanted to mention that these differences were not

impossible to overcome and that there were also similarities.

“Both in, former Cloetta and in former Fazer, there is still a very strong old tradition in

existence. Both companies have personnel, which have been working in the company very

long, and they are proud of their own company. That is true in both in Cloetta and Fazer.”

(PR Officer)

“We were similar enough so that the merger and unification would be successful, there

were enough similarities that a combination could be possible, but there were also enough

differences that have made it possible to enrich the organisation.” (CEO)
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5.4  Reasons for merging

Business is becoming more international in Finland, Sweden and all over the

world. International business affects the companies competition possibilities.
Open boarders, and too small local markets inside the country, have pressured

companies for merge. Production Manager describes the change on the

following way.

“Business has been internationalised and it means that borders are open and there is much

products coming from abroad. Especially well preserving products, like chocolate, are very

open for competition.” (Production Manager)

According to the Marketing Manager, there is a pressure from grocery stores
and the whole daily product business is changing. There is also this general

‘Merger boom’ going on in the Europe and all over the world. The pressure,

which is coming from Europe also have an effect on the smaller companies in
the Nordic countries, as it is described in the following sentence.

”It comes from the pressures within our clientele, when they merge, and then there are

these big giants in Europe and the rest of the world who have a terrible amount of money

they can play with. For example Cadbury that has around 20-30 billion6 in their cash

reserve. They fly like hawks above Europe and strike if they find an interesting business.

So, this might have been the last ‘train’ on the Nordic level to merge.” (Personnel Dir.)

Merger opens possibility for faster grow and synergy advantages. With

organic growth it might not be possible or at least it would take much longer

time to develop.

“For a long time we’ve been building a Scandinavian and a Baltic position. But this kind of

growth or synergy advantages would not be possible only with organic grow. We have tried

this in Scandinavia with our own batches, and Cloetta with their batches, but it just hasn’t

worked. Now we have a good position in Sweden, Finland, the travelling markets, and a

little bit better in Denmark and Norway.” (Managing Director Sales Company)

                                           
6 20-30 billion FIM = 28-43 billion SEK = 3.3-5.0 billion EURO
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From a product aspect merged companies may offer a bigger selection of
products for customers, and on that way they may create stronger position on

market.

“Another reason for merging is that we have a more attractive product portfolio.”

(Production Manager)

Cloetta and Fazer have discussed about possible merging during last twenty
years. In merger remarkable synergy advantages may be reached. From the

begging of 1990 Cloetta and Fazer have had co-operation when Fazer closed

one of their factory in Malmö and transferred their production for Cloettas
factory in Ljungsbro. CFO describes merger between Cloetta and Fazer as

follows:

“Why it became Cloetta and Fazer, it can be because we’ve had a long co-operation

earlier. There has always been discussions between Cloetta and Fazer about different kinds

of co-operations.” (CFO)

5.5  Integration: 1st Step

5.5.1  Integration of structures

“Cloetta had a very good integration process. Cloetta had just recently bought Candelia

here in Sweden and they had a very structured integration process.

All units and functions were asked to document and implement all possible synergy

advantages, and to analyse where they can benefit this merger. Very structured, very high

level.” (Personnel Dir.)

The integration process that was used by Cloetta when it acquired Candelia

became a prototype for the integration process with Fazer. One essential point

in this process was, according to the Personnel Director, that all units were to
be involved immediately in the process. Even if they were integrated in a



58

different order, they were all involved from the beginning. Another important

point in this process was that everything had to be well documented. In this
way Cloetta Fazer tried to avoid misunderstandings among different units.

But there were also things that differed from the Candelia process. Most of

them can be found in the fact that this was a merger, not an acquisition. It

meant that power had to be distributed equally in the new company. For this
reason the pooling method was used, according to the CEO. This means that

all important positions were distributed equally between Cloetta and Fazer
managers.

5.5.2  Some difficulties in integrating structures

Although the first year was generally considered successful, because of

synergies that came from a fast integration process, all units were not

integrated that fast. Some problems could be identified, especially in the
marketing departments, because their integration turned out to be more than

just a question of structures.

“Cloetta and Fazer marketing are being integrated at the moment” “We had a marketing

director who tried to integrate marketing, but he faced too much emotions and others walls,

and it didn’t really work out. In August their came a new marketing director, who is going

to work with integration of marketing from the begging of January 2002.” (Managing

Director Sales Company)

The CFO also has a view on why marketing was difficult to integrate.

“On the one hand because marketing departments and marketing people are to their nature

working with questions that are more soft. It is much easier with engineering related

activities, where you can easily calculate that one way of doing things is better than

another. When it comes to marketing it’s a lot of thinking in a special way, a lot of

philosophy, a lot of emotions. Everyone can have their ideas about it, it’s much more
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difficult to calculate what is best. Because of this it is harder to integrate two marketing

functions. That was one reason.

On the other hand again, both Fazer Konfektyr and Cloetta had their own marketing

functions, that were used to be at the helm and make their decisions: This is the way it

should be, these are our brands, our way of controlling. Nobody want’s to give up their

previous role. That’s why we had conflicts about who will be the one that’s actually ruling

Cloetta Fazers brand policy, who controls it.” (CFO)

Also in production some things have gone slower than expected, but according

to the Personnel Director problems here are mostly technical. The Production
Manager talks about his department below.

“We have been a little bit late in our department [about integration process]. Schedules

have been followed by 85%. But if we would reach 100%, then the schedule would have

been too loose. The point which is good, I think, is that there is still possible potential.”

(Production Manager)

The Production Manager continues by telling that the merger opens
possibilities to produce all products in both countries, the knowledge for this

has already been shared. So far they don’t do that much but there are more
plans for this. From his point of view the integration process is not over yet.

“The merger can be seen more in Sweden than in Finland…” (Personnel Dir.)

“Sales have been integrated on the Swedish side. Because in Finland Cloettas position was

rather small, sales will be integrated after the selling of Handel7 for this merge on next

spring.” (Managing Director Sales Company)

“Time schedule for integration was especially on the Swedish side approximately one year,

but this mainly concerned sales companies. For other units time schedule have not been as

clear. Year 2000 was the essential first integration year, and during that time things were

able to go through. Year 2001 has been more like taking a small steps, for many different

reasons, I don’t even know all of these, there have been several difficulties to go through in

some issues.” (Managing Director Sales Company)

                                           
7 This refers to Cloettas former division Handel, which was a number of sales companies
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Obviously everything in the integration has not followed the plans, because
we also received some comments indicating the opposite.

“There is talk about that general integration is over, but in fact it’s not like this. There is

not a common operations model if we look it from the dissentient of marketing or

production. Some issues have not been able to get through which could have been taken

forwarded.” (Managing Director Sales Company)

5.5.3  Reactions during the integration

There have been different kinds of reactions inside the organisation. Some of

them deal with changes in daily routines and have caused difficulties, such as
the example below.

“ ...People in our organisation didn’t understand that now they are in an exchange listed

company and so these freedoms are actually a little bit less.” (PR Officer)

Also the new company image has caused some difficulties in adapting. The

PR Officer mentions an example of how people may still use old logos, such
as pins, in their official clothing. Also the Deputy Managing Director

mentions that people in the production don’t feel that they are a part of the

new company, except that they see the Cloetta Fazer symbol on the outside
wall on the factory.

Another problem, that only exist on the Fazer side, is a separation problem.

The CEO says that Cloetta went into the merger as a whole company, but

Fazer Konfektyr was separated from the Fazer Grop. The CFO also mentions
this and says that for many previous Fazer employees this has been like

building fences against ‘family members’.

But despite of these smaller problems, the overall picture of the short-term

integration is good.
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“After all, from my point of view people have been surprisingly willing to change. I thought

that in this kind of company it might be very hard, but I think that many people have really

tried, wanted, and thought that this is interesting.” (PR Officer)

5.5.4  Synergies that have been achieved

As already mentioned, the integration of company structures has provided
Cloetta Fazer synergies. The best example for this is the integration of the

Swedish sales companies. The Deputy Managing Director says that these were
fully integrated already in May 2000, only a few months after the merger.

Even if the integration of sales companies is only one example, and perhaps
the best example, the general opinion within Cloetta Fazer has been to rapidly

integrate the units. Speed was one of the things that got attention.

“There were some main columns in this: Speed [was one of them]. Rapidly get the

integration work in progress, to rapidly appoint the project leaders, and get the whole

integration-project organisation settled. To focus on the synergies in a very early phase,

because why else would we do this if it wasn’t for reaching the synergies, so there were

nothing that was more important than this.” (CEO)

The Deputy Managing Director also believes in speed during an integration.

He says that the integration phase should be short, preferably less than a year,
because the organisation is expecting changes and it’s good to make them

quickly.

Also the sales companies in Finland have discovered synergies and expect

more of them to come soon.
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“ In the travelling side8 we can handle bigger volumes more effectively, and in when we in

May will also have Cloetta [products] more people will not be employed. Operation

becomes more effective.” (Managing Director Sales Company)

Perhaps the biggest synergies to come can be found within the production. As
already mentioned they are a little late on the schedule, but they expect to

capitalise even more on synergies soon.

“Synergy advantages appear in purchase, material transporting and investments.”

(Production Manager)

Buying is included in the production function and the quickest synergies are

expected here.

“When we buy, we compete other companies against each other and on that way we have

both [Cloettas and Fazers] volumes along. We have Finnish and Swedish volumes in use, so

indeed it gives us a clear buyers advantage… Extra volume gives more negotiation

power!”  (Production Manager)

But also in the factories itself there are fast synergies expected.

“New investments can be avoided because products between factories can be transferred.”

(Production Manager)

“.. Merger has caused neither need for employee growth nor decrease, but on the other

hand it has slowed down general recruiting need.“ (Production Manager)

But it will take some time till the optimal production is established.

“All these possibilities the merger gives have not been implemented yet. There are plans for

actions and they [people in the company] know what is possible to reach but the question

is: is it vice to take those advantages in use. There is other development going on, so it

must be considered from a long term point of view.” (Production Manager)

                                           
8 Travelling side refers to the international tax free market
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Overall the first step of the integration, which can roughly be defined as the

first year, has been a success. But the people at Cloetta Fazer recognise that
more has to be done.

“Roughly viewed, a little surprising, I think it has gone very well. We have managed to

catch synergies, we’ve got an improved profitability, better results have been coming a

little faster than we actually expected. This has been really good, like a receipt that this

merger was planned correctly.

Then, we have of course a lot to do on the question of corporate culture. We can’t say that

there would be a Cloetta Fazer identity today in the company. There is still a Fazer identity

and a Cloetta identity.” (CFO)

5.6  Integration: 2nd Step

“First year went well, in the second year we have not been able to press the things forward

the way we wanted.” (Managing Director Sales Company)

5.6.1  Lack of common identity

After change filled, and succeed first year it seemed that management paused
to tap each others shoulders in the new merged company. Some interviewed

persons in Cloetta Fazer says, that during the second year, management have

not succeeded to create a common identity for Cloetta Fazer very well. There
has been lack of visions during the second year and too loose control over that

act. Deputy Manager Director describes at the begging of the second year.

“After it [the integration] there will be a vacuum. The difficulty is, what after the

integration, I mean what happens when the integration process is over. Then the difficulty

begins. Everyone, the major part at least, will adjust themselves to the integration et cetera.

But after it there will be difficulties and that is when the corporate management, that has

been focused on the integration, should now take a distance to it rapidly, so that they could

build their own vision, their image of the future, after the integration.
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And here I think, if I’m gonna be critical, we at Cloetta Fazer have not succeeded. I think

we have wasted something about a year. We have made results, we have focused very well

on marketing and sales, but we have not built a common image of the future fast enough.”

(Deputy Managing Director)

Some reasons for the lack of the second year are mentioned to be in a

conversation differences. Consultant has been finding and planning a new core
values for Cloetta Fazer.

“A negative side is that things have not gone forward as they are thought and planned, and

the reason is that maybe those things can not be discussed open minded, but that has not

yet effected the operative actions here in Finland.” (Managing Director Sales Company)

All interviewee agreed that management style has caused the biggest problem

in Cloetta Fazer merger. A common management style has not been found
after two years of merger. Manager Director from Sales Company

commentates past year with the following words:

“The biggest difference is in management culture, we haven’t found yet a common

management culture and partly for that reason year 2001 has gone a bit shot in the dark.”

(Managing Director Sales Company)

New common management style will be formed using both ways of do things

from old Fazer and old Cloetta. It seems that the second year has gone by
feeling one’s way of do things, and people have not agreed the opposite way.

CFO clarifies this in his comment.

“Naturally this has to be our ambition, that we shall find a common way to work, which is

the Cloetta Fazer way. I believe it’s the only condition for the company to become

successful, that we find a Cloetta Fazer way.” (CFO)

This common identity concept (see 5.4) was launched in September 2000, but

many of the people we interviewed believe that it will take at least between
three or five years until the employees really identify themselves with this.

The Deputy Managing Direcotr thought that it could even take up to ten years,
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but he also says that the true Cloetta Fazer people will be the new people that

are employed after the merger.

5.6.2  Changes in organisational structure

Cloetta Fazer is about to implement a matrix/process organisation, says the

Personnel Director, and continues that it will have a lot in common with the

old matrix from Fazer. The organisation is going to look somewhat like the
one below.

Figure 14: Cloetta Fazers future matrix/process organisation
(Our production, 2002; based on the personnel directors drawing)

The old grey arrows, behind the lines, represent the old national organisations.
They are still in use, but will be replaced by the matrix/process organisation.

At the left all the processes can be seen and they are going to be

internationalised, except for sales that will remain national. The major
challenge in adapting this is to make the people willing to accept this. The

personnel director talks about three dimensions, which are anatomy,
physiology, and psychology. Of these the most important one is currently the

psychology, which refers to the mindset of managers. This one has to be fixed

first, which means that the managers has to be willing to adapt themselves to
the new organisation, only then can the physiology and anatomy be fixed,

which refers to the actual organisation. At the moment the biggest problems

are in Sweden, the personnel director continues, and means that many
managers want to keep their power on the national level.
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5.6.3  Learning and potential for learning

One essential part of the integration is learning, to learn from each other and
to learn new things together. Because Cloetta and Fazer were different they

had a lot of knowledge they could share with the other part. All of the
interviewed person recognise the importance of learning, but they also talk

about difficulties for this within Cloetta Fazer.

“There is totally new ways of thinking and solve things, and so of course something can be

learned from it. To a certain extent the company where I have worked [Fazer] has ‘channel

thoughts’, so that people are not able to see all possibilities. The field of knowledge

expands terrific.” (PR Officer)

Already from the beginning of the integration knowledge has been shared and

this has been proceeding quite well. Within production personnel from the
different companies studied each other’s processes and discovered each

other’s strengths. In some small details knowledge was shared without

problems, for example the persons discovered that the one was better in
treating sugar and the other one in grease. But when it comes to changing

major processes, some resistance can be seen.

“They have merged, this Cloetta, with a Finnish market leader which also is, by

coincidence, the most respected supplier within its clientele… …Fazer is a number-one

brand, but also when shops are asked which one is the number one supplier in quality, and

all these systems, they [Fazer] are also number one there.

When they have merged with this kind of a company, they [Cloetta] have a little kind of this

feeling that ‘what the hell’, a little like… …and they will ask themselves should they

participate in this. And if they’re smart, which some processes have been, they will think

‘god damn’ we’re getting a really good system from this, but unfortunately there are also

many processes that will say ‘no way, we’re just gonna continue our thing’.” (Personnel
Dir.)

Clearly some of the interview persons, particularly those with Fazer
background, want to highlight the fact that Fazer was focused on long-term

development and therefore Fazer personnel had an opportunity to consider
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things properly. They weren’t pressured to show immediate short-term results.

But the same people also believe that there are good things in Cloettas way of
working, because they were focused on short-term profits, and this could be

good for Fazer to learn.

“Well, I do believe that the people from Fazer could learn quite a lot about this particular,

this whole economic meaning, because after all we are here, I mean we are here to gain

profits, this isn’t some kind of Red Cross activity.” (Personnel Dir.)

The learning has improved during the integration. For example, the CEO

describes, that in the beginning it there were heavy discussions if something
should be done in the Cloetta way or Fazer way. But when time proceeded

there has been more discussions about the way things should be done, and
these discussions have led to solutions that are better than the Cloetta solution

or Fazer solution alone. The CFO also agrees on this and says that there’s a lot

of learning in the daily activities.

“In the beginning when we met, because of questions that needed to be highlighted or

decided about, we were very keen and observant on what we thought was done wrong, we

were looking errors in each other, but I believe this is over now. Today I think, when we

meet, we discover differences we instead want to understand and benefit from.” (CFO)

All these types of learning have mostly considered practical activities. In other
activities, such as finding a common management style or common ways of

doing things, there have been some unexpected boundaries for learning. One

of them is, according to many of the Finnish persons, that Swedes have found
it difficult to learn from Finns. Somehow it’s hard for them to adjust

themselves to the fact that many decisions are made by Finns and not them.

“Swedes have not maybe wanted to take example from us, several things in our

organisation are maybe more modern and in better order than in Sweden. Our learning

from them is maybe less than their potential learning from us, but they don’t want to

receive those.” (Managing Director Sales Company)
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“We would all have an absolutely incredible possibility as human beings, regardless where

we are and what we do, to learn from each other. It’s the cheapest and fastest way to

advance. This is, I would say, in this situation there is an even bigger step for Swedish

people than Finnish ones [to learn], I experience.” (Deputy Managing Director)

Another, more practical, problem is language problems and intercultural

communications. The official language of Cloetta Fazer is currently Swedish,
and this causes some problems for Finns who don’t speak Swedish as their

native language. The top-four members of the management all speak Swedish
as their native language, but on the second level there are people who need to

participate in seven-hour meetings with an insufficient Swedish. There have

been discussions about switching to English, but it was obvious that the level
of the conversation would have dropped dramatically, and therefore Swedish

has remained as official language.

5.6.4  Future of Cloetta Fazer

The main reason for this merger was to create a Nordic company that provides
more value for its owners and works as a Nordic unit. One of the basic ideas

behind a merger is that the new company shall give synergies, which is often
described as 1+1=3. We asked the Deputy Managing Director if this was the

case in Cloetta Fazer.

“Well, I would say that at least two and half. From my point this has been an extremely

good merger. This has been in many ways, at least on shot term and I believe truly on the

long term in this. In that proportion this has been extremely good. Nevertheless, I believe

that Fazer would have managed autonomous, and probably Cloetta too, but not this well.”

(Deputy Managing Director)

As mentioned above, the Deputy Managing Director believes very much in

this merger, but he still wants to highlight the importance product innovations

and quality. As an example he mentions Ferrier, an Italian confectionary
company, that is only half of the age of Fazer but has managed to expand
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world wide without a single merger. It has only focused on innovations and

quality. That is why also Cloetta Fazer should focus on this.

He also concludes with talking about the future development for Cloetta
Fazer, by using a metaphor. He means that the integration so far has been like

a ferry that goes between Ljunsgbro and Helsinki, and this ferry has been

working successfully. His own position has been to be the skipper of this
ferry. But now it’s time to let a new unit take the lead, and that will be the

Solna office. He describes it as a ship that is anchored in Ljungsbro and
Helsinki. In the near future this ship needs to lift its anchors and sail its own

way. This means that the structure of the new Cloetta Fazer shall be a united

and this unit will be lead from Solna. At the moment he believes that the
Ljungsbro and Helsinki offices have too much power, so these have to be

prepared to lose some of their power.

Figure 15: Ferry & ship metaphor

(Our production, 2001; inspired by the deputy managing directors drawing)

If this is going to be successful the new visions are needed, the Deputy
Managing Director continues. The ship can’t sail on the old Cloetta and the

old Fazer identities. At the moment Cloetta Fazer is in some kind of a

“management swing” where it’s looking for a new identity. The integration of
structures has proven successful, but at the same time it’s the easiest

integration. The true integration of cultures is a bigger challenge.

Possible future
situation

Current
situation
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On way to create a new identity is the so called Affärsakademin project, which

is being lead by the Personnel Director and an associate professor from the
Stockholm School of Economics. This consists of 40 managers and the aim is

to make them into true Cloetta Fazer managers with a true Nordic identity.
These 40 managers, together with the new people that will come to Cloetta

Fazer, are the true Cloetta Fazer people with a Cloetta Fazer identity. It’s these

that shall build the future of the company, says the Deputy Managing Director.

Other future visions are to expand into new markets by acquiring other Nordic
confectionery companies. The CEO talks about his vision.

“ My vision is some kind of Nordea of the confectionery industry, this bank solution. There

is a company in Norway and one in Denmark that would fit in this constellation very well.

That is kind of my vision, that we should be able to achieve this. Then we would take a

further step and we would become a really strong market leader with a foothold in all four

Nordic countries. In this case our name would perhaps be something else than Cloetta

Fazer, maybe Nordic Confectionery Industries.” (CEO)

5.7  Differences between Finland and Sweden

All the managers that we interviewed had discovered many differences

between Finland and Sweden during the integration phase.

“Leadership style differences have been a surprise.” (Managing Director Sales Company)

Most of the people we interviewed have clearly noticed differences in
leadership and decision-making. In Sweden the planning period is very long

compared with Finland, but after the Swedes have planned their decision they
will stick to it. In Finland it’s all different, Finns usually make fast decisions

but they might have to correct them on the way. All participants agree on this.

This is connected to that Finns do not spend so much time in meetings. They
don’t feel the need to talk about everything over and over, but instead they are

more action oriented. This can clearly be seen in a meeting.
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“Finns talk less than Swedes, somewhat more quiet people, perhaps they are more

effective. We can see in a meeting how many of our Finnish co-workers are sitting with a

PC in front of them. You don’t do this Sweden! It’s very impolite to sit in a meeting with a

PC. We understand this as: That guy is not with us, he sits and works with something else.”

(CEO)

Swedes have difficulties in understanding the Finnish way of doing things,
while the Finns sometimes think that a Swedish meeting is long and

frustrating. A typical example of this is the personnel directors comment
below, where he refers to meeting he participated in the day before our

interview.

“The meeting is very hard for Finns, when all things have to be turned around, and thought

from all possible perspectives. It took about seven hours, and in Finland we would have

done the same in four hours.” (Personnel Dir.)

One reason for all this can be that Finns are more direct and Swedes don’t

want to abandon any suggestions at the beginning, but instead discuss
everything. The CEO believes that this depends on the fact that more people

are involved descision making in Sweden, for example the unions, and that

Sweden is more democratic. But the Finns just believe they are more practical.

“Finns usually say things directly as they are, while Swedes are more polite.” (PR Officer)

Sometimes all this leads to problems in understanding each other. For example
the Deputy Managing Director mentions an example of a meeting where a

Finnish team met a Swedish and was not able to translate the answers from the
Swedish team. When the Swedes just signalled that they had noticed what the

Finns had to say, the Finns thought that they had reached a decision. In reality

the Swedes, in their politeness, just wanted to notice that they are listening.
But because the Finns didn’t understand this, they thought that a decision was

made and started to work on the next proposal.
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Sometimes Swedes believe that the Finnish management style is less

democratic than their own. The two Swedes we interviewed had somewhat
different views on this.

“The Finns want more clear rules and that there is somebody in charge, the belief in

authority is higher in Finland.

The boss shall rule, and do it clearly, and point with the whole hand. It doesn’t matter if he

points at a different direction next time.” (CEO)

“There is one, how should I say, a preconceived idea in some way, which is latent, that

there is a more hierarchical structure and a more centralised control in Finland, a little bit

more of ‘you do as the boss says’. This preconceived idea exists, both in Finland and in

Sweden, I believe. Of course when signs of this can be seen, then it’s easy to think that this

prejudice, or preconceived idea, is true. It will be a little exaggerated.” (CFO)

Some of the Finns, for example the Deputy Managing Director, agree that in

some situations a leader is required in Finland, to make things proceed. Also

the Production Manager believes that the Finnish leadership style is affected
by its “Management by Perkele” traditions, but this makes the leadership more

straightforward than in Sweden.

The Finns don’t agree that Sweden is more democratic. They are aware of the

Swedish management style, but they think that the democracy in it is very
apparent. The actual differences in Swedish hierarchy can be very big, even if

the organisation may look flat. Even if most of the Finns agree that strong

leadership can be needed, to be able to make fast decisions, they don’t think
that the Swedish opinions about Finnish leadership are correct.

“It is unrealistic to think that our management style, mode of action, and values would be

understood among them.” (Production Manager)

These differences came up in the answers because we asked about them.

Cloetta Fazer is not focusing much on the cultural differences between
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“We have probably had the opinion that it’s not good to make a large number of this, then

it would be a much larger question than it deserves to be. If everyone in the management

always puts cultural differences high on the agenda, and shows this by calling others to

meetings, conferences, and lectures, then this question will be the most important one and it

will engage everyone. In this case people will exert themselves to find differences. We

believe it’s silly to devote this too much energy. It’s better to concentrate in the factual

matter.” (CFO)
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6  Analysis

In this chapter we will analyse our results of the empirical study. Analysis is

divided into different parts to make the study more clear for the reader. First

we will deal with Cloetta Fazers main problems, as they are identified on the

basis of the empirical material. Second, we will use these problems to solve

our research questions. Finally we will discuss what is our answers to the

research questions and illustrate our main results with a metaphor.

6.1  Problems at Cloetta Fazer

6.1.1  Delays in short term integration

In the empirical material we mentioned that the official integration process of
Cloetta Fazer was meant to last one year. In reality most of the integration

activities have continued, but management calls this development now.

Perhaps the best part of the integration process was the integration of the

Swedish sales companies, where the most seemed to go by plan as the Deputy
Managing Director says (in 5.5.4). But in some other units everything has not

gone this smooth. A good example of this is the integration of marketing.

There were too many emotions involved, because both Cloettas and
particularly Fazers marketing were very important for the company (in 5.5.2).

Some of the Fazer managers’ clearly wanted the old culture to remain and, if
not falling back to their old roles, they have at least looked in that direction as

Vaara (2001) explains in chapter 3.5.1.
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Especially in the integration of marketing there have been problems. Partly it
is a common power struggle, between too marketing departments, but what

makes this special is that Fazers marketing has very high thoughts of itself,
which can be seen in the Deputy Managing Directors comment in 5.3.3;

“Marketing at Fazer has always been incredibly strong and respected, maybe

a little scary f it’s reputation… …there has been so much so called intellectual

power.” Also the Marketing Managers views of Cloettas marketing (in 5.3.3.)

clearly indicate this attitude.

CONCLUSION: We argue that there is some lack of understanding for the

other part and that is why the structural integration doesn’t work. The
integration of sales companies in Sweden was a success, but one hand it was

completely done in Sweden, which means that no national cultures were
involved, and on the other it has not been one of the most emotional

departments. The emotions within Fazer’s marketing are clearly related to the

corporate culture and traditions within Fazer and therefore the structural
integration is late because of cultural incompatibilities.

6.1.2  Boundaries for learning

One of the bigger problems that were identified in the empirical material was

that many of the persons complain that there are boundaries for learning in the
company (in 5.6.3). Somehow people are not able to see the opportunities for

learning, although most of them we interviewed recognise learning and agree
that there is potential for it. This is one of Vaara’s (1999) points when he

writes about cultural differences in integration in chapter 4.7.2.

Today we can identify some consensus leadership in the company, which can

be seen in practical meeting situations. As the CEO explains (in 5.6.3) he

believes that by discussing the managers will find ways to work that are good
and satisfies people from both sides.
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But when it comes to actual learning in the job, there are still boundaries. The
persons from former Fazer all argue that Cloetta would have a lot to learn

from Fazer, but it doesn't happen. These managers feel that it's very much a
question of nationality. Swedes are not willing to learn from Finns and they

are not used to the fact that also Finns make decisions, which can be seen for

example in the Managing Director of Sales Company’s comment that “Swedes

have not maybe wanted to take example from us, several things in our

organisation are maybe more modern and in better order than in Sweden…”.
Many other of the Fazer managers want to point out (in 5.6.3) that although

Cloetta had operative skills, Fazer is the one that has more to contribute, but

because of differences in national culture there are boundaries for learning.

But boundaries for learning can also be seen on the Fazer side, particularly in
the way former Fazer managers perceive Fazer. As mentioned in the empirical

material, Fazer has always been very proud of itself and its products. It has

also been the market leader in its home market and chosen as the most reliable
brand in Finland. All this has given Fazer an enormous self confidence, and

this combined with the company's closed atmosphere may well create an

attitude towards Cloetta, which is based on friendship but the people from
Fazer see Fazer as something very fine compared with Cloetta. This can be

seen when some Fazer managers talk about Fazer as a Mercedes or as a Swan
sailing boat, while Cloetta was a Beetle and a rowing boat.

CONCLUSION: Our conclusion of learning is that cultures create boundaries
for learning. Here we can see an influence both by national and corporate

cultures. One the one hand, national culture seems to be a boundary for
Swedes, according to the Fazer employees, but we also believe that some

Fazer employees create boundaries for themselves because they often see

Fazer as the better of these two companies.
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6.1.3  Lack of common management style and operations model

Almost all interviewed persons agreed that the biggest difference between
Cloetta and Fazer was in a management style. Some interviewed persons said

that the common management style in Cloetta Fazer has not been found yet, as
Managing Director of Sales Company says; “We haven’t found yet a common

management culture and partly for that reason year 2001 has gone a bit shot

in the dark.”

Fazer as the Finnish company has a very different cultural background,
compared to Cloetta. The interesting point is that both people in Cloetta and

Fazer say’s that the other company is more controlled from the top.

In old Cloetta and old Fazer management styles were different, which can be

seen for example in the meetings. The Personnel Director mentions that
“…meeting is very hard for Finns, when all things have to be turned around,

and thought from all possible perspectives…” Differences in meeting practice,

language, and decision-making, have caused some conflicts. It happened that
people from the different companies, and different countries, didn’t

understand each other in the meetings. The reasons can be several. Key
management practises in Fazer were: fast decision making and shorter

negotiation time than in Cloetta, Finnish people are used to say things like

they are while Swedes are more polite, and avoid conflicts. There are also
language problems, which makes conversation harder for some people (in

5.6.3). The Swedish way of looking on a problem from every corner frustrates
Finns. Some interviewed person’s mentioned that after all both ways are good

and the result of these is approximately often the same.

It seems that people in Cloetta and people in Fazer had conceptions for the

opposite organisations working practise. Fazer has its Finnish background

related to Finnish culture and Cloetta has its Swedish background related to
Swedish culture. Of the interviewed persons only the CEO wanted to

emphasise national culture as the source of differences, while all the others
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mentioned corporate culture. Some of the people didn’t want to emphasise

national differences, for example the CFO says; “We believe it’s silly to

devote this too much energy. It’s better to concentrate in the factual matter.”

In the frame of reference both Vaara (1999) and Trice and Beyer (1993) argue
that national environments clearly influence organisational cultures. Vaara

argues that different national systems influence an organisation and all the

people at Cloetta and Fazer were members of their own national system. We
believe that the fact that all of the Cloetta managers that were Swedish and

had Swedish educational backgrounds, while the Fazer managers were Finnish
and had Finnish educational backgrounds, has influenced them just as much as

their companies. Both Cloetta and Fazer were national companies, although

Fazer was exporting more abroad and had a factory in Poland, with the most
important functions in their home countries.

CONCLUSION: It is obvious that culture has an influence on meeting

practices, conversation style, and decision-making. Cloetta Fazer still doesn’t

have a common management style and operations model, but they are aware
of this and the fact that it takes time. Nevertheless, because they work together

there have been problems. Both corporate and national culture has an

influence, but we believe that the people at Cloetta Fazer doesn’t want to
emphasise differences in national culture and this can make it harder to find

the common management style.

6.1.4  Lack of common identity

Nobody expects that Cloetta Fazer would already have a new identity, because

it’s a very young company that is based on two old and traditional companies.

So actually we don’t know if we should call this a problem, but it has certainly
caused some sub-problems, for example a bad understanding for each other. In

the empirical part it came clear that many of the people were dissatisfied with

the situation that there is still no clear vision, that people identify themselves
with, and a true common identity. According to the Managing Director Sales
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Company, “A negative side is that things have not gone forward as they are

thought and planned, and the reason is that maybe those things can not be

discussed open minded…” Also the CFO says, “…we can’t say that there

would be a Cloetta Fazer identity today in the company. There is still a Fazer

identity and a Cloetta identity.”

CONCLUSION: As we already mentioned above, it would be unrealistic to
expect that Cloetta Fazer would have a complete common identity after two

years, but the lack of common identity will keep the other problems alive, for
example people won’t learn because they have some misconceptions for each

other. There is a clear direction towards a common, Nordic identity, but most

of the people believe this will take time.

6.2  Two types of integration

Because one of the main questions in this thesis is to prove that there can be a
conflict between the two types of integration, we first need to show that there

are two types, and give an example of this on the basis of our empirical

material.

6.2.1  Type 1, “Structural type”

As presented in chapter 1.4 the first type deals with integration activities that

have a structural focus, which means integrating the structures of the two

companies. Our assumption was that these activities could be planned in
advance, and therefore use goal orientation as presented in chapter 3.3.1, and

that they could be implemented in a short time, which refers to a fast
integration process.



80

Figure 16: Integration type 1, the structural type

There is evidence that a connection between the factors above exist. Activities
with a structural focus took place at Cloetta Fazer during the first part of the

integration, which is defined as the first step in the empirical material. As
mentioned in that section the integration activities were carefully planned in

advance, because they were based on Cloetta’s integration process from the

Candelia acquisition (in 5.5.1). The activities were also meant to be implement
during the first year, which indicates that they were both planned and also

planned with a short-term perspective. As the CEO mentions speed was one of
the driving forces behind the activities, so that the synergies could be achieved

quickly, but another reason is the Deputy Managing Directors comment about

how the organisation expects changes during the first year.

6.2.2  Type 2, “Cultural type”

The other type that was presented in our assumptions in chapter two is what

we will call cultural type, because its activities deal with integrating cultures

and achieving learning. Our assumption was that these activities can’t be
planned so much in advance, and therefore they require a process orientation,

and that they can’t be performed in a short time, which means that they are
slow.

Figure 17: Integration type 2, the cultural type
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The connection here lies in that activities for integrating cultures, for example

the need to create a common identity, are recognised as slow processes. Most
of the interviewed persons believe it will take years, perhaps even a decade,

which means that it is a slow process compared with the structural integration.
It is also more difficult to plan this cultural integration, which most of the

persons believe.

6.3  Conflict between the integration types

We have quickly shown some evidence above that there is a horizontal

connection between those integration types. Our main research questions,

which can be viewed below, are though more concentrated in the vertical
connection, or perhaps conflict, that may take place between the two

integration types. Our research questions can be reviewed below.

•   Is there a conflict between the two types of integration? –If there is, how

can the company handle this conflict?

•   Is it possible to combine the two types of integration by focusing both on

structural and cultural integration at the same time?

6.3.1  Presenting the vertical conflict

We can identify a vertical conflict in our model, but not in the way we thought

it would appear. First we had a preconception about some kind of conflict

between these in a way that the other one would happen at the expense of the
other. We still don't want to completely falsify this, because one type can steal

the attention of the managers and thereby be dominant, but we have noticed
instead that the two types are dependent on each other and therefore one can’t

actually happen independently. It can almost be said that the two types live in

symbiosis.
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The four problems of Cloetta Fazer that are also mentioned earlier are: Delays
in short term integration, boundaries for learning, lack of common

management style and operations model, and lack of common identity. These,
particularly the first one, are meant to give an answer to our research

questions.

The integration activities that are mentioned as examples in this first problem

have a clear structural focus, because it's a question of two units that are meant
to be integrated, they are also meant to be integrated as quickly as possible,

and this integration is planned. Therefore both, the integration of the sales

companies in Sweden and integration of the marketing units, are structurally
oriented. What differs these are the differences within the lower type, type 2,

or cultural type as it's called here in the analysis part. One can always ask why
it was easier to integrate the sales companies compared to the marketing.

The big difference is that even if there in both cases was integration between a
Cloetta unit and a Fazer unit, both of the sales companies were based in

Sweden, because it was the Swedish sales companies that were integrated.

When it comes to marketing, it was different. Fazer’s marketing was localised
in Finland, and therefore it will be an integration that considers national

culture, which is a barrier. Also the strong corporate cultures that existed in
the marketing units, especially on the Fazer side, can be seen as barriers. It

takes time to overcome these barriers, because they deal with cultural

integration, which is a slow process. Therefore it is clear that cultural
integration can be the reason for why structural integration will not go as

planned.

Actually, one can ask, are there two processes. They both deal with the same

activity, integration of units. We believe it is two different activities. A
structural integration activity can be planned only for some departments, while

the cultural activities are meant to influence the whole organisation.
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But these activities depend on each other, especially the structural type depend

on the cultural type. If there is no culture that is suitable for integration, there
will be problems with structural integration, which can be seen in the

integration of the marketing departments at Cloetta Fazer.

Figure 18: Integration in symbiosis

6.3.2  Connection to other theory

Our findings that the two types of integration are connected to Birkinshaw et.

al. (2000) where the researchers argue that it’s more important to first achieve

a high level of human integration and only then focus on task integration
(figure 8), instead of going the other way.

Figure 19: Impact of human and task integration on acquisition outcome Choice C
(Birkinshaw et.al., 2000:420; Modified by us)
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6.3.3  Concluding metaphor

Both Birkinshaw et. al. (2000) and we see culture as the critical success factor
for an integration. As our findings show structural integration often is the

easier type of integration, because it can be done quickly, when cultural
integration is the more difficult one. It often lags behind structural integration,

because it takes time for people to adjust themselves to changes and it’s

difficult to plan in advance. But if it lags too much, there is no possibility to
perform structural integration.

Therefore we want to end this discussion with presenting a metaphor of a

rubber band. Structural integration is connected to cultural integration with

something that could be described as a rubber band. As we already mentioned
there is some kind of a symbiosis between these two types, but we don’t

believe they have to develop exactly in the same order. That is why a rubber
band is a good metaphor. It stretches, and we believe culture will be flexible

but not too much, otherwise the tension will rise. This means that structural

integration can never “escape” too much from the cultural integration, because
it has to reflect the reality in the company. Of course, if structural integration

is driven too far, without the presence of cultural integration, the rubber band
might break.

Figure 20: Tension between integrations
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Precise answer for our research questions

This concluding metaphor will also be a way to give a precise answer to our

research questions. Our answer to the first questions is that the actual conflict
between the two types of integration lies in the fact that the company has to

focus on both structural and cultural integration at the same time. This finding

also answers directly the second research question, because the managers have
to focus on both types. If there would be too much focus on one type the

tension that have been mentioned above would increase.

We also mention that culture is the critical factor, but we don’t answer which

type of culture. Therefore we will continue to discuss some of our cultural
findings in next chapter.
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7  Conclusion

In the analysis we came for the conclusion that culture is the critical factor in

an integration process. In this final chapter we want to discuss what kind of

culture has been important for Cloetta Fazer’s integration. We also continue

by discussing what is Finnish or Swedish and compare this to Cloetta and

Fazer. The chapter will be ended with some ideas about further research.

7.1  Different kinds of culture

There are many dimensions in culture. The people we interviewed mentioned

for example national, corporate, process, and individual cultures, but most of
our findings consider corporate and national culture. As mentioned earlier our

study was primarily focusing on possible tensions between structural and
cultural integration, and we also managed to prove that these tensions can be

found, but we were not discussing so much about the different cultures and

their importance. Because we have some empirical findings that can be
valuable we have chosen to discuss them.

We believe that it can be good to recognise the differences in national culture
between Finland and Sweden, because even if there is very much in common

between the Nordic cultures and there is an interest both in politics and
business to co-operate with each other, there are differences. The similarities

between the Nordic countries can easily make people forget, or perhaps

neglect, the differences.  Language may be one difference, but not the only
one. Both in the frame of reference and in the empirical part, we have noted

some differences and these support each other to a large degree. One
interesting point comes from Vaara (2001) who wrote about a merger between
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Finland and Sweden. In this all the managers involved were very "Nordic" in

the beginning, when all the things were running well, but when problems
came they were not so "Nordic" anymore. Most of the people at Cloetta Fazer

that we interviewed wanted to highlight corporate culture more than national
culture, because they are creating a new Nordic company, but at the same time

when it's a merger between Cloetta and Fazer it will also be a merger between

Finnish and Swedish culture. But all Finnish companies doesn't have to be like
Finnish companies are expected to be, and all Swedish companies doesn't have

to be like Swedish companies are expected to be, which can be seen in the
following part.

7.2  Comparing our empirical findings with the
theory

It seems that Fazer was not a typical Finnish company9 when compared with

the management style. According to Hansson and Sunnanängs (1998), Finns
are short term oriented and effective. In Fazer it seemed to be the other way

around. There profits have not been the most important issue but the quality of
the products and long term planning. Hansson and Sunnanängs (1998)

continue that in an organisation Swedish personnel work as colleagues with

the boss while Finns have a stronger authority. In Fazer the truth is not like
this, management is more on the same level. As Hansson and Sunnanängs

(1998) say Swedes are planning carefully and organising whereas Finns are

more spontaneous and flexible, that is pretty much true in Cloetta and Fazer
cases when concerning management styles. As mentioned earlier some

meetings are really heavy for Finnish people because Swedes want to discuss
everything very carefully. Hansson and Sunnanängs say that in organisations

Swedish people have a common melody and they share responsibility in a

group while Finns are more formal and individual.

                                           
9 As defined by the general opinion (e.g. Hansson & Sunnanängs 1998) a typical Finnish
company is very much top-down controlled, short term oriented
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Swedish people are used to, in both business and private life to avoid conflict,
while Finns instead may cause more conflict situations with their direct

comments.

In Sweden decisions are done together with the group while in Finland the

boss makes decisions. Research results continues by telling that Swedish
people prefer to be like all other while Finns are more individual. One

interesting point is where are Swedish are described to concentrate for long
time and quality, while Finns are said to be short term oriented and effective.

Cloetta again had a different corporate culture. Cloetta was seen as a company
with a happy overlay. Original location, in Ljungsbro may have an influence

for that. A little bit surprising Finnish managers say that Cloetta is less
democratic than Fazer. Generally Swedish companies have been seen

management on a level close to the employees, but some former Fazer

managers didn't agree. On the other hand it was interesting to note that the
former Cloetta managers we interviewed had an opposite view: They thought

that Fazer instead was the more top-down controlled. We believe this would

have been an interesting question to solve; Why did they view each other
differently? If we would have done a longer study, we would might have been

able to solve this.

Our concluding thought about this is that there are many preconceptions about

how people or companies from a particular country are expected to be, which
creates expectations of differences within representatives from other countries.

This means that they might over focus in their expectations and see more
differences than there actually are. But at the same time differences can also

be neglected. Sometimes people want to live up to the vision of something

common and they don't see differences, at least as long as everything goes
well. It might be a little funny, but people can both neglect and exaggerate

differences at the same time.
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7.3  Ideas for further research

7.3.1  Further research considering Cloetta Fazer

We believe that this research could be continued in the form of a case study.
In this way we could continue to get valuable information and perhaps get to

know the persons way of thinking, the way they see the company etc. This

would probably be the only reliable way to find an answer to why the
managers from one company perceive the other one differently. Now we only

have some questions that would be interesting to solve, for example; do the
managers define hierarchy differently, are their views limited?

Other alternatives would be to study this merger from different perspectives,
for example by making a large research among the personnel, or perhaps study

the strategic fit of Cloetta and Fazer. All of these are relevant subjects that
could deserve to be studied.

7.3.2  Further research considering mergers in general

One way to make the result of this study more reliable would be to study other

mergers between Finland and Sweden, and compare the results. After all the
opinions about Finnish and Swedish management among the people were

interesting, and it would be interesting to know how general they actually are.

Also on the theoretical front a lot of research could be done. Our model of

assumptions could be tested in another merger, perhaps in a much more or
much less dynamic industry and see if there are any changes. It would also be

interesting to see if this “rubber band” is a general phenomena, and what

would happen in an extreme case, for example if the band was broken either
by too much structural or perhaps too much cultural integration. A broken

"rubber band" is not the only solution. We also believe that if one type of
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integration advances rapidly, it can help the other one to advance; it can pull

the other one, just like a rubber band would pull, and this pull could be fast. It
would be interesting to study these reactions within a company where one type

of integration would advance rapidly.
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(1) Deputy Managing Director

The interview was done on 6th of December 2001 at the Cloetta Fazer

office in Solna.

(2) Marketing Manager
The interview was done by phone on 7th of December 2001

(3) Public Relations officer

The interview was done by phone on 12th of December 2001

(4) Production Manager

The interview was done by phone on 13th of December 2001

(5) Managing Director of Finnish Sales Company

The interview was done by phone on 14th of December 2001

(6) Personnel Director

The interview was done on 19th of December 2001 at the Cloetta Fazer

office in Ljungsbro
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(7) CFO and Deputy Managing Director
The interview was done on 20th of December 2001 at the Cloetta Fazer

office in Ljungsbro

(8) Managing Director and CEO

The interview was done on 20th of December 2001 at the Cloetta Fazer

office in Ljungsbro



96

Appendix: Interview guide

Background about the person

•   What is your position at Cloetta Fazer?
•   What is your education and from what country?
•   How much experience do you have from Finland and Sweden? Have you,
for example, worked in both countries?

•   How much do you work in respective country?
•   Do you have previous experience from mergers?

Questions about structural integration

•   Were there differences between the old Cloetta and old Fazer organisation
structures?
- For example how many organisational levels and departments,
formalities, and concentration of power

•   From which department/departments did the integration begin and how did
it succeed?
- Why in this particular order?

•   How did the schedule for the integration look like?
- Why this particular schedule?

•   How long time did the integration process take, or is it still continuing?

•   How was your department affected by this integration? (This was only
asked by those who has a certain department to run, from people in general
management we asked about how the integration affected their area of
responsibility)

•   Were all departments involved, or was some department left out of the
integration?
- If, then why was this particular department left out?
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•   How well did the integration follow its original plan?

•   Were you forced to change or update this plan during the integration?
- If, give an example?

•   How do you believe that the integrated Cloetta Fazer works?

•   What kind of synergy advantages has formed during the integration?
- What do you believe these synergies depend on? Are the savings
coming of smaller employee costs?

•   Are there plans to increase the integration in the future?
- If, then why?

•   Describe (with your own words) why this merger happened

Questions about cultural integration

•   Were there differences between the old Cloetta and the old Fazer corporate
cultures?
- If, then how can these differences be seen?

•   What do these differences depend on? Does traditions play a major part?

•   What kind of traditions did Fazer have? Give some examples?
•   What does Fazers history mean to you personally?
(These two questions above were asked to them who came from Fazer, for
former Cloetta persons we asked the same question but about Cloetta.)

•   What is your experience of the old Cloetta culture?
•   What kind of traditions was there in old Cloetta? How do they differ from
Fazer?

•   How do you value the old Cloetta culture?
(Also these were meant to former Fazer employees, for former Cloetta
employees we asked the same questions about Fazer.)

•   What was (or still is) the major cultural difference between Cloetta and
Fazer in your opinion?
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- Did it cause any conflicts?

•   What has been done to integrate the two cultures?
- Why has the process been proceeding in this way?
- How successful has this been? Give an example?

•   Is there a goal to create a common culture and identity?
- If there is, what will this identity be based on? What kind of values?

Are they old or new?
- If not, is there some good reason to keep the cultures apart?

•   How long time does it take to create a new corporate culture? How long
time, do you believe, it will take for the personnel to adapt themselves to a
new culture?

•   Is it easier to create a new culture and identity, instead of modifying and
integrating the old ones?

•   What is a leaders role in adapting the personnel to the new culture that has
been coming up after the merger?

•   How have you acted to adapt your employees?

•   Are the reactions from the integration activities different between
personnel in the old Cloetta and the old Fazer units?

•   Do you believe that national culture has a major role?
- How can the national culture be seen? Give an example?

Questions about learning

•   Are there positive things in cultural differences?
- How do you learn from each other?

(Finns from Swedes, or Cloetta personnel from Fazer personnel?)

•   How does the learning occur, is it organised or natural learning?


